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Anthem for human resources in health care 



“Never worry about the numbers. Help one person at a time and 

start with the person nearest you. ” 


- Mother Teresa 
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THE AUTHOR 


PREFACE 


If you are healthcare facility or a medical educational institution you 
already know what role your health care workers or human resources plays in 
the smooth running of your operation. If you are a medical practitioner(s) 
thinking of a start-up hospital, you better get your A to Z right, particularly your 
H - Health Human Resources. 

It all starts with recruitment and as your journey progresses you will 
recruit, train, reward, dismiss, rehire, develop, assess and ponder over your 
men, women and machines. 

Machines come with guarantees and instructions but humans do not. 
Hence a guide to better understand the art of managing your health cares 
workers. 

It all started in Stockholm in the 1980's where as Grad student I worked 
in the Danderyd hospital as a ward boy. I had an amazing personnel manager 
(as they still call them in the Swedish language-Personal Chef ) . I never failed to 
wonder how he managed that spick and span facility where literally thousands 
of patients walked in and out through the course of the year. 

As I became a human resource person myself, the lingering thought 
that I should do something in the field of medical human resources kept 
prodding me for the past 30 years till now in 2015 when Mr. Ranjit Deshmukh 
and his sons Dr Ashish and Dr Amol gave me my current assignment as 
General Manager of their huge 1 200 bed hospital and medical educational and 
research Institute. In fact, it was Dr Amol who spurred me on to compile some 
incomplete manuscripts that I had jotted down over the years and were lying 
with me and develop them further. 

This is then a guide book for medical facilities, hospital start up 
aspirants, students of medicine, teachers and practitioners and others who 
are in the midst of the grind that ensures when one has a medical facility and 
dreams of quality care. Read it and implement it and hope you will benefit from 
these words - chosen as they are after years of churning in my mind and 
carrying with them the experience of 3 continents Asia, Europe and the 
Americas and 4 countries where I have lived- India, Canada, USA and 
Sweden. 


FOREWORD 


Many are called, few chosen. 

- Mathew 22:14 


The reason why I agreed to write a forward to this book is not because I 
know the author, or that the book fills the void in human resource literature but 
because I genuinely feel that the proper management of human element of the 
health repository of a nation and all elements that make the health system of 
that country has long been neglected, is not up to the mark, needs improvement 
and consolidation. 

Health human resources (HHR) a term coined in 2002 by the 
Canadians, also known as “human resources for health” (“HRH”) or “health 
workforce” — and adopted by the WHO in 2006 is defined as “all people 
engaged in actions whose primary intent is to enhance health” 1 Human 
resource practices in the medical profession are critical to meeting the health 
needs of a country and its citizenry. Health Human Resource Managers have to 
make available the right number of people with the right skills and at the right 
time -all at an affordable cost. HHR managers have to provide real evidence 
that they are having a strategic business impact. Management is often asking, 
“How are we doing?” However, this is not always an easy question to answer. 

When the Directorate General of Health services Ministry of Health and 
Family Welfare in collaboration with WHO - India Country Office made a case 
study of the states of Madhya Pradesh and Gujarat, they found that the 
directorate did not have a specialized HR department nor a HR specialist to 
guide them on various HR function. 2 WHO estimates a shortage of almost 4.3 
million physicians, midwives, nurses and support workers worldwide. The 
shortage is most severe in 57 of the poorest countries. The situation was 
declared on World Health Day 2006 as a "health workforce crisis" - the result of 
decades of under investment in health worker education, training, wages, 
working environment and management. 

WHO also commissioned a study in 2011 on human resources for 
mental health titled workforce shortages in low and middle income countries. 
Wherein it was observed that there is an estimated shortage of 1.18 million 
mental health_professionals, including 55,000 psychiatrists, 628,000 nurses in 
mental health settings and 493,000 psychosocial care providers needed to 
treat mental disorders in 144 low and middle income countries. In other specific 
areas too the problem continues. 

Contemporary organizations increasingly recognize human resource 
capabilities as a source of sustained competitive advantage; about 80% of an 
organization's value is attributable to intangible assets, including human assets 


and capital. Some scholars consider effective human resource management 
the single most important factor affecting organizational performance. Over the 
years, historical role of Human Resources has changed dramatically since its 
inception in the late 1880s. If one treats HR as a clerical function the propensity 
to make it a strategic partner in planning and attaining organizational policies 
and goals is still missing. That is what is lacking in the HHR domain. Although 
the human resource staff in hospitals seems to be aware of their role in 
assisting hospital management in decision making, the human resource 
function in hospitals still rather resembles that of a personnel administration 
than an important strategic human resource activity. 3 

Examining the importance of human resources management in health 
care globally by exploring the published literature and collected data through 
secondary sources it has been found that, “human resources management is 
essential to any health care system and how it can improve health care models 
challenges the health care systems in Canada, the United States of America 
and various developing countries. Proper management of human resources is 
critical in providing a high quality of health care. A refocus on human resources 
management in health care and more research are needed to develop new 
policies. Effective human resources management strategies are greatly 
needed to achieve better outcomes from and access to health care around the 
world." 4 


The key challenges faced by the Health workers and which infect the 
domain ofHHRare: 

1. Instability: Unstable employment patterns, heavy workloads and 
fewer supports cause attrition. 

2. Lack of capacity identification : Employers lack the capacity to 
identify their own human resource need resulting in Gaps in 
Capacity 

3. Dearth of educated staff. 

4. Cessation of services including retirements and job hopping. 

5. Management and national health model lacunae: Labour 
management models and social models are still evolving giving no 
concrete management model. There is need for reassessment 
and consequent change to eradicate the lacunae. 

This means developing and implementing best practices for HHR 
planning linked to the following building blocks: 

1. Service Delivery Model, 

2. Professional Practice/ Inter -professional Collaboration, 

3. Retention and Recruitment. 


Ill 


Today's business climate puts the onus on the HHR department to 
accept the challenge of doing more with less, while contributing value toward 
business objectives. Human resources also has to address the rapidly 
changing conditions affecting the type of employees required and their 
changing needs, so the function requires flexible and knowledgeable 
practitioners. 

Strategic planning in healthcare has become an integral part of doing 
business and it is important that human resource professionals be participants 
of this planning. In order to walk the talk of being a “business partner,” Indian 
public health system is in dire need of good HR policies for effective 
management of existing resources. The current promotion structures in HR is 
full of loopholes like gender disparity, inability to place able employees in 
responsible positions, unclear policies for transfers and staff deployment, no 
timely appraisals and constructive feedback etc. 5 

Leadership is also required to begin a coordinated discussion about 
future requirements. Linkage is required across sectors, jurisdictions and 
stakeholders to create a policy table for health human resources. Even 
countries like Canada, have failed to create a National Health Human 
Resources Coordinating Agency in the health arena and are still struggling to 
provide focus and expertise on HHR 6 where is the national direction in other 
nations? 

Researchers in Hospital administration have found significant 
associations between HHR strategy inclusion in the strategic planning process 
and senior HR professionals' involvement in organizational strategic planning 
in three innovative HR activities: finding talent in advance for key job openings , 
stressing organizational culture and values in the selection process and 
baseing individual orteam compensation on goal-oriented results. 7 

The main international policy framework for addressing shortages and 
misdistribution of health professionals is the Global Code of Practice on the 
International Recruitment of Health Personnel, adopted by the WHO's 63rd 
World Health Assembly in 2010. The Code was developed in a context of 
increasing debate on international health worker recruitment, especially in 
some higher income countries, and its impact on the ability of many developing 
countries to deliver primary health care services. Although non-binding on 
Member States and recruitment agencies, the Code promotes principles and 
practices for the ethical international recruitment of health personnel. It also 
advocates the strengthening of health personnel information systems to 
support effective health workforce policies and planning in countries. 

Not only shortages but the increasing role of financial pressures on 
health service providers has led to a quest for more efficient service delivery 
and many consequential changes to the organisation and utilisation of staff. 


IV 


This book hopes to address this area of concern. Implementation of effective 
HHR practices is difficult because any health human resource policy involves a 
balance between hospital profitability and people’s income. Leadership is 
necessary to put in place accountabilities in the diffuse HHR area. I hope 
intellectual contributions such as this book will help develop this leadership. 
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Wockhardt Hospitals wins 9 World HRD Congress Awards 

The World HRD Congress is governed by a Global & National 
Advisory Council that guides the strategic intent and leads it to its 
success, over 133 countries represented at the World HRD Congress in 
Mumbai. It was an iconic 6-day event wherein more than 8000 plus 
corporate leaders were present from different parts of India as well as the 
Globe. Each evening was featured with a remarkable award ceremony 
where who's who of the Industry was present. Various MNCs and 
healthcare companies had participated in the event. 

Wockhardt Hospitals, known for delivering the best medical 
facilities and patient care, was recently awarded 9 prestigious HR 
Awards at World HRD Congress 2015 Seminar & Summit Mumbai 
(23rdedition) on four different platforms: Global HR Excellence Awards, 
Employer Branding Awards, Dream Companies to Work for Awards and 
ABP News Presents HR & leadershipAwards. 

The hospital was triumphant for 9 categories at the different 
platforms, including Award for Talent Management, HR Professional 
of the year, Organization with Innovative HR Practices, Award for Best 
HR Strategy in Line with Business, Young HR Professional of the year, 
Dream Company to work for Award -Healthcare, Young HR Professional 
of the year, Award for Best Talent Management Strategy and Talent 
Management Leader of the Year. It was also ranked in the top 20 dream 
companies to work for across industries amongst 1 00 companies. 
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The Morphology of HHR 


The road to health is paved with good intestines. 

-Sherry A. Rogers 
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CHAPTER 


Introduction 


1 


Many admire, few know. 

- Hippocratus 


According to WHO,” A health care facility is a workplace as well as a 
place for receiving and giving care.” Dedicated and well guided workers 
play a key role in the quality of care dispensed. 1 The health worker is the 
gatekeeper of the health system and Human resources are vital to an 
effective health care system. 

“The dedicated healthcare worker is possibly the most vital element 
in the recovery or stability of a patient's health. A physician may 
make assessments and diagnosis, but the nurse, physician's 
assistant, or other healthcare worker is the one who is able to closely 
monitor and observe treatments given, as well as note the patient's 
response to changes in medicines, therapy routines, and dietary 
restrictions .” 2 

The Indian Healthcare Industry is currently estimated at USD 79 
Billion to become USD 280 Billion by 2023. The average Compound Annual 
Growth rate-CAGR for the next 10 years, therefore, has been estimated at 
21 percent. 

Drivers of growth for the Healthcare Sector - a combination of 
demographic and economic factors is expected to bring about increased 
healthcare coverage in India which is expected to further drive the growth of 
the sector. 

A. Demographic factors : 

Expected increase in population to 1. 4 billion by 2026 followed by a 
shift in demographics exemplified by the younger age bracket to 60 percent 
of the population and an expected increase of geriatric population from 
current 96 million to around 168 million by 2026 will add to the patient base 
and creates a market for preventive, curative and geriatric care 
opportunities. 

A1. Growing general awareness, patient preferences and better 
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utilisation of institutionalised care as a result of increase in literacy rates 

B. Economic factors : 

Rise in disposable income: Households in the above INR 200,000 
per annum bracket witnessed an increase in disposable income from 14 
percent in 2009-2010 to 26 percent in 2014-2015 making healthcare more 
affordable. This progression will contribute to increase in incidence of 
lifestyle-related diseases, such as cardiovascular, oncology and diabetes, 
when compared to the communicable and infectious diseases 

B. 1. Tax benefits: 

Lower direct taxes, higher depreciation on medical equipment, 
income tax exemption for 5 years to hospitals in rural areas, etc. are being 
provided by the Government to the sector 

B. 2. Medical Tourism: 

India emerging as a major medical tourist destination with medical tourism 
market expected to reach USD 2 billion by 2029. 

B. 3. Insurance coverage: 

Increase in health insurance coverage with a number of private 
players and foreign players entering the market to cater to increased 
demand 46% FDI in this space are all going to add to this increase. The 
penetration from the current 10-15 percent to almost 50 percent at a CAGR 
of 24 percent. At an institutional level, insurance penetration is likely to 
continue to increase from 5 percent to 15 to 20 percent. In tertiary care this 
is almost as high as 40-55 percent with the inclusion of employee paid 
coverage. 

Emerging Trends in Healthcare : 

Challenges and Interventions : While the Indian Healthcare sector 
is poised for growth in the next decade, it is still plagued by various issues 
and challenges: 

1 Dual Disease Burden: Urban India is now on the threshold of 
becoming the disease capital of the world and facing an increased 
incidence of Lifestyle related diseases such as cardiovascular 
diseases, diabetes, cancer, COPD etc. At the same time, the 
Urban Poor and Rural India are struggling with Communicable 
Diseases such as tuberculosis, typhoid, dysentery etc. Rural India 
is also seeing a higher occurrence of Non-Communicable Life-style 
related diseases. This represents a serious challenge that the 
Indian Healthcare system would need to address. 

2 Lack of Manpower and infrastructure : There is a severe lack 
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of trained doctors and nurses to service the needs of the large 
Indian populous. With the health insurance sector poised for 
major growth in the coming decade, increasing demand from 
this sector for more efficient employee operatives will put 
pressure on hospitals and other healthcare providers to imbibe 
progressive and delivery oriented Human Relations Practices to 
increase the efficacy of existing service delivery models and 
service infrastructure. 

As Dr. Pratap Reddy puts it, the biggest challenge for him and Apollo 
Hospitals is filling the void of human resources. 

The fast expanding domestic healthcare industry is the third largest 
employer, but is severely short of manpower. As per ministry of health, 
there is a shortage of approximately half a million doctors, a million nurses 
and the deficit needs to be filled in the next five years. Such shortage will 
lead to exponential salary hike demands and further lead to high patient 
care costs. 

With organised sector being the preferred choice now, there will be 
a huge demand even for the skilled and quailed health administrators to run 
the show. Considering one skilled and quailed administrator is required for 
every 50 employees, there would be a requirement of almost 500,000 such 
healthcare professionals in the near future. 

Highly regulated environment and unrealistic stringent norms and 
restriction of entry to the private entities in the field of medical education has 
led to further deficiencies in terms of number of skilled professionals being 
released for intake by various hospitals 3 . Further, accessibility to healthcare 
services is extremely limited to many rural areas of the country. In addition, 
existing healthcare infrastructure is unplanned and is irregularly distributed. 
The private sector has evolved a multipronged approach to increase 
accessibility and penetration. It has tackled the issue of Lifestyle related 
diseases with the development of high end tertiary care facilities. Also new 
delivery models such as Day care centers, single specialty hospitals, end of 
life care centers, etc. are on the horizon to service larger sections of the 
population and address specific needs. The Public Sector is keen to continue to 
encourage private investment in the healthcare sector and is now developing 
Public - Private Partnerships i.e. PPP models to improve availability of 
healthcare services and provide healthcare financing. Both sectors have 
also undertaken initiatives to improve functional efficiencies in the form of 
Accreditations, Clinical research, outsourcing of non-core areas, increased 
penetration of healthcare insurance and third party payers. There is scope 
for tremendous expansions here. And there is then the need for stress on 
human relations activities from recruitments, training and development to 
retention and skill up-gradations. 
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The HHRway : 

Under the direction of the Dean or the medical superintendant, the HR 
offices of Hospitals and medical institutions provides human resources advice, 
information, training and resources in support of the Hospitals, Medical 
College's mission of excellence and innovation in education, patient care and 
research. 

This task is achieved working closely with the various departments and 
administrative units. The Human Resource team’s purpose is to provide 
leadership in creating and maintaining a work environment that attracts, 
develops, rewards and retains a talented, productive and diversified workforce. 
This includes a focus on staff compensation, employment, employee relations, 
training and organizational development. 

To respect each individual and his/her contribution to the success of the 
medical facility should be an important part of the culture at medical institutions 
of learning and patient care. 4 Health care is now an upcoming field in most 
cities of India . Modern hospitals, which provide the latest medical facilities, 
employ thousands of personnel including medical, paramedical and support 
staff. Managing this vast human resource working in these hospitals is a 
major challenge as it requires round the clock Human Resource support. 


Aravind Eye Care HR policy covers all facets of employee life: 
study 5 

CHENNAI : Strategic human resource management (SHRM 
India), a subsidiary of the society for human resource management, 
US in a research report on Aravind Eye Care system (AECS) Madurai 
said it represents the largest and most comprehensive eye care system, 
leading in the number of surgeries and number of patients much more 
than any other eye care facility in the world. 

Aravind’ s model of offering 2/3rd of its eye care services free of 
cost is a marvel to the world. This has made the name of Aravind 
synonymous to spirituality of service and compassion far beyond the 
ordinary, the report observed. 

It has also commended Aravind's strongest trust and confidence on 
its human resources. It said “the role of HR is significant in all facets of 
employee life at Aravind starting from recruitment to retention. Imbibing the 
right values and culture is the prime responsibility of the HR team". 

Dr Govindappa Venkataswamy, fondly known as Dr V, started it 
in a small way as an 11 bed hospital in the temple town in 1976 to 
champion the social cause of preventing and eliminating needless 
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blindness in the country and offer the services to the needy. 

Over the years, it has grown into world renowned eye care 
system, offering a complete gamut of services from primary eye care to 
tertiary eye care. It also facilitates world class research and 
manufacture high quality ophthalmic products at low cost. 

SHRM report said AECS has beautifully conceptualised and 
implemented a comprehensive system performing more than quarter 
million cataract surgeries in a year. Since inception, Aravind has 
witnessed steady and swift growth without losing focus on its vision. 
Total surgeries in 2007-08 was 2, 85, 745 of which 200, 123 were for 
cataracts. 

"Integrated facilities and support systems at Aravind facilitate a 
surgeon to easily perform 2000 surgeries in a year against a standard 
500 performed by any normal ophthalmologist in the world. It has been 
setting new standards in eye care and has emerged as a WHO 
collaborating centre for the prevention of blindness". 

The report said of late, eye care services have become 
competitive and the industry making significant progress has led to 
voluntary attrition of manpower across different categories and centers. 
At Aravind, apart from assessing reasons for attrition, preventive steps 
are taken so that effective functioning of the services is not disrupted. It 
makes detailed assessments of manpower needs scientifically. This 
helps in its recruitments, training and transfers across departments. 

Staffing people excess numbers in critical services to care of 
contingencies and offering training programmes to build harmony and 
commitment among employees, redesign of support systems, 
counseling and promoting loyalty are among the important measures to 
ensure retention and commitment among employees. 

Having employee strength of 338 medical officers and 
consultants, 1313 mid level ophthalmic personnel (MLOPs), 496 
administrative staff, Aravind fulfils all its manpower needs without any 
advertisement. Despite this policy, there always exists a large pool of 
applicants for recruitment. MLOPs, representing about 70% of its 
workforce, are young women in the age group of 17 to 19 hailing from 
humble rural backgrounds. 


The Annual Report of the Apollo Hospitals Group has this to say about its HR 

Our human resources team strives to align the HR policies with 
the business goals of the organization and also help in creating a 
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performance driven culture. An attempt is made to enhance 
performance through various initiatives such a performance 
linked to rewards, a transparent and consultative review process, 
building a high performance work system through self - managed 
teams. 

Our organization has been able to control attrition rates by 
developing and implementing programmes, policies, practices 
like diversified training, career planning and passion - based 
roles for executives, recognition in various forms, mentoring 
programmes, entertainment, executive coaching, leadership 
development through employee and management development 
programmes. 

According to Niles, 6 the human resource management activities play 
an important role in the operations of a healthcare organization. The U. S. 
Bureau of Labor Statistics reveals that as of 2010 there were 71, 800 HR 
managers in America. The benefits of a HR department have gradually 
gained recognition in health care, owing to such challenges as economic 
instabilities, health care regulations and a dearth of experienced personnel. 

Gajendra Singh and Karan Singh Negi, School of Management, 
Doon University, Dehradun 7 carried out a study of Human Resource 
practices of Uttarakhand Hospitals, According to them: By recruiting a 
competent HR manager hospital made significant gains in the past few 
years in managing its culture and people and: 

“The role of HR has different functions in health care management 
and these include legal and ethical issues of the treatment, health and 
safety of employees and patients, careers in health care, labor unions in 
health care, job analysis and design, recruiting and selecting employees, 
employee benefits, training and motivating employees and terminating 
employees. Strategic planning, including labor budget and forecasting and 
successful strategic planning. 

It was found that the HR functions are very important in all health 
care facilities. 

The HR department needs to be an integral part of the top 
management of these health care facilities so that HHR managements and 
inputs support the attaining of the mission and vision of the organization. 
Round the clock HHR support to the functioning of the hospitals is required 
because caretaking is a 24 x 7 activity. Human Resource Management 
modules need to be introduced in brief in the training programmes for the 
medical and Para medical staff. 3 In Express Healthcare October 8, 2013 Dr 
J Sivakumaran, Sr. VP. SPS Apollo Hospitals expounds on the importance 
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of human resources and the need to handle them efficiently to improve 
healthcare delivery. Here is the article reproduced: 


HR challenges in hospitals 

In spite of technological advancements, one cannot rule out the 
importance of manpower in hospitals. Latest and modern technologies 
cannot substitute the contribution made by specialised manpower in the 
healthcare industry. Human resource (HR) is a very vital resource, a 
veritable sine qua non in the healthcare industry. To err is human, goes 
the old adage, probably suggesting that one need not make a big deal 
of mistakes committed. However, in healthcare mistakes can prove 
quite grave, with fatal consequences for the patient. Hence, healthcare 
staff should have the ability to follow and implement safe and ethical 
practices with highest level of technical competency. There are many 
challenges before the human resource department of a hospital. Few of 
the important challenges are discussed here. 

Shortage of workforce 

The first and foremost challenge is the identification, recruitment 
and retention of the required workforce. In healthcare, there is a dearth of 
talent and trained manpower. India faces a huge gap between demand 
and supply of healthcare workforce. This is due to the heavy shortage of 
beds and human resource, and to compound the situation further, a highly 
skewed infrastructural growth. As per a survey conducted by Tecknopak, 
by the year 2020, we need 2. 5 million hospitals, one million doctors, two 
million nurses and 10 million paramedics, with the growth opportunity to do 
a healthcare business of $280 billion. It is a fact that we are struggling to 
meet the demand even for the current level of operations. The shortage of 
workforce is due to various reasons. Many of the quality manpower are 
being hired by hospitals abroad, causing shortage and brain-drain in India. 
Skilled workforce from India is much sought after in the international market. 
Indian healthcare employees seek overseas opportunities due to 
prevalence of poor pay scales, lack of professional growth, skill 
development and poor working conditions in India. These factors 
contribute to the flight of local talent seeking greener pastures abroad. 

It is to be noted that it takes at least five years to train a doctor and 
minimum three years to train a nurse before they attain the expected level 
of service delivery after their professional degree. There are no shortcuts 
here. Any attempt at trying to shorten the gestation period would be highly 
detrimental. When there is a shortage, it becomes necessary to have 
effective HR strategies in place to achieve better outcomes. Therefore, the 
HR personnel need to act as coaches, mentors, counselors, identifiers of 
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successors by promoting organisational ethics, values, culture and beliefs. 

Training and retention of employees 

Apart from the challenge of having the right people for the right 
task, technological advancement warrants consistent training for 
maintaining the highest standards of medical excellence. Whether it is 
for accreditation, technology up gradation, service customisation, 
quality service delivery or developing medical tourism, constant training 
and retraining of the employees is essential for aligning their skill sets in 
line with the objectives of the organisation. A professionally trained and 
skilled workforce is essential for running any hospital successfully. Once 
trained properly, retaining the workforce is also a huge challenge 
confronting hospitals. Retaining talent is less expensive than hiring a 
new employee and training him/her to suit the organisational needs. 
Developing a workforce is, in a way, upgrading the skill set of the 
existing workforce as well as helping the staff in acquiring competencies 
and skills for their current and future roles. Mentoring employees to take 
up bigger roles within the company often helps unearth latent talents and 
skills, benefitting individuals and the hospitals. This will improve the 
motivational and confidence level of staff to perform efficiently and 
effectively. 

Developing multi tasking workforce 

Employee cost is a major expenditure in hospitals and it keeps 
increasing consistently. Sometimes it goes beyond the budgeted level 
due to repeated revision of wage norms by state governments. With the 
healthcare sector witnessing an unprecedented boom, there is an 
abundance of employment opportunities for healthcare professionals, 
further pushing up the costs of retaining them. Due to this, hospitals are 
working on methods to keep the cost under control, without 
compromising on the quality of service. One such method is to have a 
multi-tasking manpower pool which can be made to perform multiple 
functions based on business exigencies. Identifying, orienting, training, 
inducting and retaining a multi-tasking manpower is an onerous task 
which many hospitals have taken upon themselves. Talents are being 
identified and trained to do multi-tasking and this task force is often 
called upon to make up for manpower deficiencies in specific areas. 
This strategy helps hospitals retain the manpower cost at a reasonable 
level and ensure better utilisation of the manpower employed. 

Developing second line staff 

Migration of healthcare workers is comparatively high, as 
compared to other industries. In case of nurses, the hospitals are not 




10 


Introduction 


only facing threat from competitors within the city hospitals, but also from 
government hospitals, teaching institutions and from healthcare institutions 
abroad. Retaining this vital workforce despite the 'pull-factor' from 
competitors is a challenge. In spite of the best efforts being put in by 
hospitals to retain talent, the employee turnover ratio in the Indian 
healthcare space is a whopping 30 per cent. In such a scenario, 
hospitals need to constantly work on developing a second rung workforce 
to fill in the shoes of the employees leaving them. Identification of such 
talent and grooming them to take up bigger roles is a real challenge 
before hospitals. This exercise needs to be done in all areas and at all 
levels. Replacing a talent from the existing work force often proves to be 
cheaper than hiring from outside, as long as the competency level is 
sufficient to meet the challenge. 

Managing younger workforce 

The population demography of the country is heavily skewed with 
the youth making up for a substantial percentage of our population. Many 
of the fresh recruits are barely into their twenties when they are inducted 
into the workforce. Their attitude is different from the more seasoned 
seniors. The younger generation needs to be handled with care, largely 
owing to their outlook, upbringing and attitude. The youth of today are 
ready to take on any challenge, assume ownership of work and run the 
extra mile in pursuit of their ambitions. However, the flip side is that they 
are fiercely independent and are generally unappreciative of a senior 
constantly watching over their shoulders. They are generally go getters, 
flexible, non-conservative and liberal in culture. Training and aligning them 
to the organisational culture, maintaining high decorum, sustaining a safe 
workplace that keeps up with their self-actualisation objectives is a 
challenge in itself. Therefore, it is essential that hospitals try and maintain a 
workplace which would cater to the dynamic needs of the workforce. The 
deserving employees need to be recognised, encouraged and rewarded for 
getting the best out of them. 

Accountability of workforce 

Patient care, in general, is a team work and not an individual 
task. The team mix is hybrid, consisting of uneducated, unskilled 
workers to highly qualified doctor(s). In such a scenario, it is important 
to fix the accountability for each job performed by each individual, so as 
to ensure seamless delivery of quality healthcare. Documentation of 
responsibilities given to each individual in the healthcare delivery system 
is very important for achieving desired results. This is again a challenge 
before us. 

In spite of all these challenges, hospitals find their own ways and 
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means to overcome these problems. Undoubtedly, the sector is growing 
year after year and these challenges are expected to settle down over a 
period of time if the stakeholders come together and take suitable initiatives. 


In a study on the impact of human resources management on health 
care quality, Hassan Mohamed Elarabi, Fuadah Johari of the Faculty of 
Economics and Muamalat, Universiti Sains Islam Malaysia (USIM), showed 
that effective human resources management has a strong impact on healthcare 
quality and improving the performance of hospital's staff. The study suggests 
the need to measure the performance of the managers of human resources 
department in the hospital before starting performance development process 
as well as continuous development and training of staff performance. 9 

Human Resources therefore, from the A to the Z of it, is going to be 
the path to success in this field and we present here in this book a 
comprehensive survey of HR practices that are necessary to successfully 
meet the challenges that arise in setting up, running or making efficacious a 
health care business, hospital or any facility where health care personnel 
are needed. The ultimate outcome of medical care is its effect on health. There 
is a well understood co-relation that as the economy of the country improves, so 
the health of its citizen. 10 
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HHR's Role in Healthcare 



“My men are my money.” 
- Amit Kalantri 

Human Resource Management is vital in health care. 
Effective human resources management plays a crucial role in the success 
of health care systems. Proper management of human resources is vital in 
the recruitment and retention of clinical and non-clinical staff, maintaining 
staff morale, providing opportunities for professional development, and in 
the ability of a health care organization to deliver quality health care services 
and improve patient health outcomes. A hospital is a microcosmic 
community that operates like a small city, presenting the same issues with a 
stronger dynamic due to the human interaction factor. 

Despite excellent care in some areas, even the American health care 
system is experiencing an epidemic of substandard care; the system is not 
consistently providing high quality care to its patients. There appears to be 
a large discrepancy between the care patients should be receiving and the 
care they are actually getting. The Institute of Medicine has estimated that 
between 44,000 and 98,000 Americans die each year from preventable 
medical errors in hospitals. 1 

If that is the case in the U. S. A. imagine what may be happening 
elsewhere? 

To address the significance of the value created through employee 
engagement. US research showed that engaged employees' produce 
$3,600 more profit per annum; create $18,600 more market value; and 
deliver $27. 000 more sales per annum. 2 

The employee contribution HR role has experienced the greatest 
change in the recent past. Traditionally, HR was allocated 8 out of every 10 
points for delivery of employee commitment. Today, many firms are dividing 
delivery; 2 points for HR, 6 points for line managers, and 2 points for 
employees. In other words, in many firms, when employees have 
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grievances or concerns, HR’ s job is not to fix the problem but to ensure 
that managers have the skills needed to respond effectively to employees 
and that employees themselves have the skills to overcome challenges. 
Over time, many firms hope the employees in high performing teams will 
have even more responsibility for their own development. 3 

Hospital standards laid down by the World health Organisation calls for 
a mandatory “an adequate system of Personnel Management within the 
hospitalAdministration”. 4 

In some places there is an academic human resources manager 
who may report to the Chief Administrative officer and serving as Manager 
of Academic Human Resources for the academic staff such as professors, 
tutors etc. In other cases the same HR manager handles both the clinical 
and academic space. The Medical Council of India has the following rules 
for academic management of medical educational institutions. 5 

1. Indian Medical Council Rules 

2. Indian Medical Council Standing Orders 

3. Post Graduate Committee Rules 

4. StudentsAdmitted in Excess Regulations, 1997 

5. Graduate Medical Education Regulations, 1997 

6. The MCI (Conduct of Election) Regulations,! 998 

7. Teachers Eligibility Gualifications, 1 998 

8. Establishment of Medical College Regulations, 1 999 

9. MCI Regulations, 2000 

1 0. Opening of a New or Higher Course of Study, 2000 

11 . P.G. Medical Education Regulations, 2000 

1 2. Screening Test Regulations, 2002 

1 3. Eligibility Certificate Regulations, 2002 

14. Code of Medical Ethics Regulations, 2002 

15. Election of Students Union Regulations, 2009 

16. Prevention of Ragging Regulation, 20093 

The human element arising out of this is also to be handled by HHR in 
many hospitals. 
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liatson with HR consultants 

Screerwngof speoaksts for medical, 
parame<teal and manager^ positions 

Recruitment process across tmefcnes as 
spectfied in the recrutment matrix 


• Ident#y the training organization 

• Define training methodolog^s 

• Co-ordhabon of training activities 


From http://www.apolloglobalprojects.com/services_human-resources.html 

In any health care setting, the Human Resource department fills a 
variety of personnel needs that both employers and employees encounter. 
With functions that cover everything from performance management to 
safety, Health Human Resources Management plays a vital role in the 
health care workplace in ensuring the delivery of health care services and 
facilitating optimal patient outcomes. The role of this department is to 
manage all aspects of operations that are personnel related. 

Examples of Specific Human Resources Management Functions 
Include: 

1. Hiring 

2. Physician and Nurse Recruitment 

3. Employee Orientation 

4. Personnel Management 

5. Benefits & Compensation Management 
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6. Counseling 

7. Claims Handling 

8. Training and Performance Monitoring 

9. Professional Development Programs 

1 0. State and Federal Regulations Education 

1 1 . Work place Safety and Sanitation 

12. Labor Mediation 

1 3. Administration - Employee Meetings 

1 4. Staff Morale & Retention 

Human Resources have evolved dramatically in the last few decades 
into an all inclusive management department. At one time, this part of a 
business was solely clerical. It was delegated to the personnel department 
who handled hiring, firing, book keeping and payroll. Advances in work 
place management have opened the door for more specialized needs and 
roles of employees. In turn, personnel departments grew into a highly 
specialized field with either an internal or external human resources 
department. 

The HHR department hires and fires employees and locates temporary 
workers when needed. Management handles all the financial and time related 
aspects of an employees work life. Human resource management makes 
decisions about the personal health, progress and welfare of workers and is an 
important bridge between management and workers. Counseling at the work 
place can involve sessions with employees who have work, supervisor, work 
time and alcohol related issues or family crises. 

Quality Control 

A primary task performed by human resources is quality control . 
Employees can be trained to perform at optimal levels by utilizing their 
primary skills. Human Resources specialists develop tests to monitor skill 
levels that can be administered during the hiring process or later in the term 
of employment. Additionally, Human Resources Managers work closely 
with both clinical and non-clinical department managers in order to develop 
relevant professional development programs and provide useful continuing 
education opportunities for employees. 

Meetings between Staff, Employees and Administration 

Communication is a core tenet in group dynamic principles. Human 
Resource Management maintains the lines of communication at all levels to 
better manage personnel. Regular meetings and personal interaction opens 
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dialogue for grievances handling and are medium of discussion on issues 
plaguing both employees and hospital administration. Meetings build trust and 
confidence in a company and assure that quality control is in place 
effectively. Workplace interaction are guided by human resource specialists 
and communication is a group dynamic that improves effectiveness employer- 
employee relationships and company prodctivity. 
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Hospital Standards for Accreditation : Administration and Management 
Human Resource Management in Hospitals. 

Hospital Department or Area: Human Resource Management in Hospitals 


Hospital Facility: 


Assessor: Date of assessment: 


Human Resource Management in Hospitals 

Standard 

Number 

Standard 

Criteria for Verification of Meeting 
Standard 

Compliance in 
Meeting Standard 

(Score) 

Basis for Evaluation Score/ 
( ouitniiitv Action Plan 

Full 1 Partial 1 None 
2 | 1 | 0 

(Circle appropriate score) 

1 

2 

staffing: The roles, 
functions and hierarchy 
of each employee is 
clearly defined 

Recruitment: Staff 
have been recruited 
utilizing a competitive 
recruitment process 
(e.g.. Civil Service 
Commission PRR) 

Verify the existence of at least: 

• The staffing patterns for the hospital 
organizational structure and the levels of 
each post are clearly indicated and are 
displaved in each department 

2 

1 

0 


Verify w hether. 

• Posts arc advertised w idclv 

2 

1 

(1 


• There is a short-listing process based upon 
the criteria outlined m the job description. 
Thu may include skills testing and or 
written examination 

2 

1 

0 

• An interviewing panel of a minimum of 3 
persons interviews the short-listed 
candidates 

2 


II 

• Interview questions are relevant to the job 
being filled 

2 

1 

0 

• Results of both testing and interview arc 
combined and highest scoring candidate is 
offered the post 

2 

1 

0 

3 

Staffing: Each health 
worker is fully aw are 
ofhisher job 
description. 

Verify whether 

• Each health worker has received a copy of 
his hcr job description 

2 

1 

0 


• Support slalf who have literacy problem 
have job description explained to them 

2 

1 

tl 

• The job description is compatible with the 
job the health worker is doing 

2 

1 

0 

• The job desen (X ton clearly shows the 
main functions and level of responsibility 

2 

1 

0 

• Each health worker meets the 

requirements in terras of qualifications for 
the job based on the job description 

2 

I 

0 

4 

Performance: The 
performance of each 
member of slaffis 
evaluated annually 

Verify w hether 

• A staff appraisal process is implemented 
annually 

2 

I 

0 


• Management staff and supervisors arc 
trained in implementation of appraisal 
system 

2 

1 

0 

• Results arc communicated to hospital 
Board . PHD and MOPH GD of Human 
Resources (if government hospital) 

2 

1 

0 

5 

Ensuring 24 hour 
cos rnigr: There is 
appropriate 24 hour 
coverage by stafT in the 
hospital 

Verity whether 

• Each department in the hospital has 
developed weekly monthly staff rosters 
(staffing plans) to ensure appropriate 
starting levels for each shift 

2 

1 

0 


• Staffing for each shift is appropriate to 
ensure adequate work coverage on each of 
the shills based on work load 

2 

1 

0 

• There is an appropriate plan for the 
hospital to mobilize staff w ho are not on 
duty in the event of having to deal w ith a 
major cmcrgcncv 

2 

1 

0 

6 

Strengthening 
capacity of staff: here 
are appropriate plans 
for strengthening the 
capacity of hospital 
managerial clinical and 
support stafl' 

Verify whether 

• All management and supervisory staff 
have been appropriately trained and arc 
receiving further capacity building 
(appropriate training). 

2 


0 


• 1 lead of each section has identified the 
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of staiT in their section to ensure 
strengthening of staff performance within 
the section 

2 

1 

0 


• All training attended by staff is relevant to 

2 

1 

0 



the work Ihcv undertake 





• Details of all formalized training, 
including details of stall' trained. HR 
idenlifieation (TD) numbers and results of 
training arc notified to Provincial HR 
Officer for inclusion in the HR Database 

2 

1 

0 

7 

Personnel 

Procedures: 

All health workers arc 
registered with the 
MOPII General 
directorate of 1 luman 
Resources. 

Verily whether. 

• All health workers have completed the 
MOPII Human Resource Database form 

2 

1 

0 


• Qualifications of employees arc verified 
with General Directorate of HR for 
authenticity and to identify who requires 
testing and certification 

2 

1 

0 

• Stall have been issued with their national 
HR ID Card w hich includes thetr national 
HR ID Number and photograph 

2 

1 

0 

• Stall' movements and ol 1 types of leas e os 
well as retirement . death and disability 
are notified on a regular basis to the PH 
HR Officer for sharing with the PHD and 
General Directorate of HR 

2 

1 

0 

8 

Personnel 

Procedures: There is a 
process for 
implementing staff 

Verify w hether 

• there are clear disciplinary prooedutes 

2 

1 

0 


• Staff’ arc informed of health professional 
ethics 

2 

1 

0 


disciplinary measures 

• Staff arc informed ol' how the disciplinary 
process is implemented 

2 

1 

0 


• The procedures are implemented correctly 

2 

, 

0 

9 

Personnel 

Procedures: There is 
an effective process for 
monitoring staff 
attendance 

Verify whether 

• There is a process Tor monitoring staff' 
attendance and hours worked 

2 

1 

0 


• There is a process is applied accurately 
and slalf are mi duty as indicated by the 
staffing roster and the leave applications 

2 


0 

1(1 

Personnel 

Procedures: There is 
a system in place to 
manage leave 

Verify whether 

• The stalf arc aware of the process and 
rules for applying for leave including 
short lime leave 

2 

1 

0 


• 1 cav e applications correspond w ith leave 

reports which are officially submitted to 
PHD and GD HR 

2 

1 

0 

11 

Personnel 

Procedures: 

Employees receive all 
their rights and 
privileges benefits in 
accordance with the 
terms or their 
employment and or 
CSC Law 

Verify whether 

• Employees arc all aware of their rights in 
accordance w ith Afghan Labor Laws, 
CSC l aws and the terms of their contract 

2 

1 

0 


• Employees are aw arc of the process for 
complaint or appeal if their rights arc not 
observed 

2 

1 

0 

• Ilie official processes for complaint or 
appeal are observed 

2 

1 

0 

12 

Personnel 

Procedures: There is 
an adequate system of 
Personnel Management 
w ithin the hospital 
Administration 

Verily - whether: 

• Personnel records arc well organized and 
maintained securely to ensure 
confidentiality 

2 

1 

0 


• Personnel records are updated regularly 

2 

1 

0 

• There is a regular reporting of information 
required for updating of MOPII General 
Directorate of Human Resource central 
database 

2 

1 

(1 
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Personnel 

Procedures: There is a 
system for dealing with 
complaints by the 
public about individual 
health workers 

Verify - w hcthcr. 

• There is a system in place to deal with 
staff complaints about staff members 

2 

1 

0 


• The staff’ complaint system is in line with 
CSC regulations 

2 

1 

0 

• The staff system for dealing with 

complaints about staff’ is utilized (review 
of process used) 

2 

1 

0 

Row Scoring compliance with the standards 


Total criteria 43 v 2 pts - 
maximum 86 point s 
possible (less am N A) 

\ Total Scope (sum total checks for full, partial and no compliance) 




B Score for each category ( l ull compliance 2. Partial compliance 1 and 

Non-eomphunee 0) 

2 

1 

0 

( Score of I’ull. Partial and Non -com pi lance (Multiple Row A times 

Row B) 




1) TOTAI.: Sum of scores for Full. Partial and Non compliance — < \dd all 

three columns in Row C) 


K Score possible (Total criteria times 2 less am \ A) 

86 

F Percentage Compliance with these standards (Divide Row D by Row E) 

% 


PART 



Physiology of HHR 


“The only good is knowledge and the only evil is ignorance. ” 


- Socrates 
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A policy is a temporary creed liable to be changed, but while it holds good 
it has got to be pursued with apostolic zeal. 

- Mahatma Gandhi 


HR policy is important for all health care facilities as it is the guiding 
document for Human Resource Management. HR department needs 
strengthening and constant updating in line with those of the corporate 
sector. Each hospital should have a HR policy drawn as per international 
and national practices and standards. This should include human resources 
planning, recruitment, selection, placement, training, development, 
performance appraisal, compensation administration, incentives, employee 
benefits, social security, industrial relations, employee grievances, 
collective bargaining, personnel records and accounting and many other 
fields directly or indirectly related to management of human resources . 
Before adoption, this policy needs to be discussed with stakeholders 
including staff, patients and others. This policy can then become the basic 
document for HR practices and processes in the organization, though it 
would need to be revised from time to time . 1 

The dictionary meaning of policy is a “plan of action” and that plan is 
a policy. Policy making and planning are, therefore, synonymous. “A policy 
is a manmade rule of pre-determined course of action that is established to 
guide the performance of work toward the organization objectives. It is a 
type of standing plan that serves to guide subordinates in the execution of 
their tasks .” 2 Personnel policies constitute guides to action. They furnish 
the general standards or bases on which decisions are reached. Their genesis 
lies in an organization's values, philosophy, concepts and principle. Policies are 
statements of the organization's over-all purposes and its objectives in the 
various areas with which its operations are concerned personnel, finance, 
production, marketing and so on . 3 

Aims and Objectives of Personnel Policies 

Personnel policies are intended to be used as a tool for hospital 
administration and planning personnel to assist in the effective preparation 
for, implementation and execution of hospital's facility. A hospital's personnel 
policy should have two types of objectives, general and specific. The 
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statement of general objectives should express the top management’ s 
basic philosophy of human resources and reflect its deep underlying 
convictions as to the importance of people in that organization and of the 
management activity which deals with people, i. e. , personnel administration. 
The management must formulate and develop a basic creed, which should 
contain a clearcut statement of the company’s general objectives of the 
personnel management’ s major responsibility. The statement of specific 
objective should refer to the various activities of personnel administration 
connected with staffing, training, developing, wage and salary administration, 
motivation, employee services and benefits, employee records, labor 
relations and personnel research. 

Personnel policies should be so designed as to ensure that work and 
accomplishment are properly recognized, that safe and healthy conditions 
of work are created, that common interests are promoted and employee 
participation is encouraged, that the role of trade unions is recognized and 
their functions and responsibilities are respected, and that the employees’ 
satisfaction and motivation and their developments individuals are properly 
looked after. 

Peter Drucker has rightly said : “The management must gear its 
policies and objectives in such a fashion that the employees perform their 
work and their assigned tasks. It implies a consideration of human beings 
as a resource, i.e., as something having peculiar psychological properties, 
abilities and limitations that require the same amount of engineering 
attention as the properties of any other sources, e. g. copper. It implies 
also a consideration of the human resources as having, unlike any other 
resources, personality, citizenship, control over whether they work, how 
much and how well, and thus requiring motivation, participation, satisfaction 
incentives and rewards, leadership, status and function. And it is management, 
and management alone, that can satisfy these requirements. They must be 
satisfied through work and through the job within the enterprise and 
management is the activating organ of the enterprise.” 
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HR Policies of an Indian Hospital 

Objectives 

Manpower Planning 

To identify and plan for human resources in accordance with the 
requirement of services and business plan of the organization. The 
objective is to have an optimally staffed hospital to meet its goals. 

Recruitment 

To lay down policy in order to meet the manpower requirements 
at the units and corporate centre with personnel who possess the 
necessary qualifications, skills and aptitude and are suitable as per the 
hospital needs. 

Induction 

To welcome and acquaint new inductees with the values, culture 
and broad functioning of the Hospitals, the HR policy and related issues 

Training & Development 

To enunciate the types of HR training to be conducted for 
building the competency of associates, the purpose and methodology of 
training intervention 

Handling Grievances 

To assist all departmental/ branch heads to address grievances 
projected by associates and systematically find solutions for the same 

Employee Health Needs 

To lay down policy and procedure where in the health needs of 
associates are being catered to by the company 

Credentialing and Privileging of Physicians and Nurses 

To define hospital policy and procedure for credentialing and 
privileging of physicians and nurses 

Service Rules 

To guide associates so that the conduct of business is consistent 
with the organization's ethical standards 
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Leave 

To lay down policy guidelines on availing leave 
Best Associate Award 

To lay down policy for identification, nominating and awarding 
associates who perform efficiently 

Deputation 

To lay down policy on deputation of associates for short duration 
to areas of work other than their permanent areas 

Transfer 

To lay down policy to effectively transfer associates from one unit 
to the other 

Performance Management System 

To lay down guidelines for implementation of the Performance 
Management System 

Handing/Taking Over/ Transfer of Charge & Responsibility 

To lay down policy guidelines for handing/taking over/ transfer of 
charge and responsibilities 

HR Audit 

To periodically and systematically review all aspects of functioning 
of Human Resource Department so as to strengthen core HR processes 
and ensure that SOPs and Govt, regulations are adhered to 

Entitlement in case of Death of an Associate 

To lay down entitlement and provide for benefit to dependents in 
case of death of an associate 

Associates Rendering Professional Services outside the Company 

To lay down policy guidelines regarding rendering of professional 
services by associates at places/organizations outside the 
group/company 

Sodexho Meal Pass 

To enable associates to utilize the facility of Sodexho passes 
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Reimbursement of Fuel/Maintenance & Drivers ' Salary 

To enable associates to claim for fuel/ maintenance expenditure 
of their personal vehicles and drivers' salary, on a month-to-month basis 

Functioning HR Committee 

To lay down procedure for functioning of HR Committee 

Tours & Travel 

To lay down policy for eligibility and authorization of various 
allowances during official tours/visits by associates 

Compensation 

To attract potential candidates and retain the right talent by 
compensating with salary and remuneration 

Attendance Management 

To provide guidelines for managing the Time Office effectively 
and generating the concerned reports 

Implementation of Trainees & Apprentices Act 

To ensure that the process of engaging apprentices is 
implemented as per the Apprentices Act 1961 

Management of Outsourced Contract Services Manpower 

To ensure streamlined management of outsourced contract 
services manpower, in particular adherence to government statutes 

Resignation/ Separation/ Exit 

To render fair and equitable treatment to an associate who is 
leaving the organization 

Occupational Health Hazard 

To provide and take preventive measures to avoid probable 
accidents and health hazards to an associate who is engaged in 
providing health care services in the hospital 

Prevention, Prohibition and Redressal of Sexual Harassment 

To create a healthy working environment that enables employees 
to work without fear of prejudice, gender bias and sexual harassment 
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Anti Corruption 

This policy strictly prohibits employees, agents, joint ventures, 
consortiums, consultants, contractors over whom the company has 
control, from paying a bribe to, or receiving a bribe from any person of 
the third party, whether public or private 

Whistleblower Policy 

To enable an associate who observes an unethical, actual or 
suspected fraud or violation of the company's policies, to approach a 
Whistleblower Committee without necessarily informing their supervisors. 
The policy protects and keeps secure associates wishing to raise a 
concern about serious irregularities within the company. 


Need for Personnel Policy 

Various managerial reforms have to be undertaken to improve 
productivity in the hospital sector. These initiatives can take different forms, 
some focusing on new organizational arrangements such as vertical and 
horizontal integration of services, mergers and regionalization of services, 
and others on process reengineering and work redesign. All these feature 
in Policy documents addressing the multiple challenges facing hospitals 
today. 4 HR policy is important for all health care facilities as it is the guiding 
document for Human Resource Management. 5 

Policy of human resources is needed to have a formal statement on 
corporate thinking which will serve as a guideline for action and to establish 
consistency in the application of the policies over a period of time so that 
each one in the organization gets fair and just treatment. Favoritism and 
discrimination are thereby minimized. 

Essential Characteristics of a Sound Personnel Policy: The 

main features of a good personnel policy are: 

1. The statement of any policy should be definite, positive, clear 
and easily understood by everyone in the organization. 

2. It should be in writing to preserve it against loss, to stimu late 
careful consideration before its formulation and to prevent the 
promulgation of numerous, differing and temporary oral policies 
from multiple sources. 

3. It must not be rigid, i. e. it should be periodically reviewed, 
evaluated, assessed and revised and should, therefore, be in 
tune with the challenge of changes in the environment and 
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should have a built-in resilience for timely adjustments. 

4. Peter Drucker has observed: "The policies of an enterprise have 
to be balanced with the kind of reputation an enterprise wants to 
build up with special reference to the social and human needs, 
objectives and values. "It must be supplementary to the overall 
policy of an organization, for if departmental policy is made such 
as to come into conflict and violate the company policy, it would 
be tantamount to insubordination 

5. It should recognize the desire of many workers for recognition as 
groups in many of their relationships. 

6. It should indicate that the management knows that workers prefer 
to deal with the management on an individual basis. 

7. It should take into consideration the interests of the employers, the 
employees and the public community. 

8. It should be the result of a careful analysis of all the available 
facts. 

9. It must provide a two-way communication system between the 
management and the employees so that the latter are kept 
informed of the latest developments in the organization and the 
employers are aware of the actions and reactions of the 
employees on particular issues. 

10. It should be consistent with public policy, i. e. , with the spirit 
rather than the letter of the law, so that the intentions and settled 
course of an organization are appreciated in terms of public 
opinion from the standpoint of national, economic and social 
justice for the employees and for the community at large. 

11. It should be made known to all interested parties. 

12. Apart from the support of the management it must also have co- 
operation of employees at the shop floor level and in the office. 

13. Before evolving such a policy, trade unions should be consulted 
in matters of industrial relations and the role of trade unions 
should be restricted only to this area. 

14. It should be progressive and enlightened, and must be consis 
tent with professional practice and philosophy. 

15. It must make a measurable impact, which can be evaluated and 
qualified from the guidance of all concerned, especially in the 
field of the three R's of personnel management viz. , recruitment, 
retention, and retirement. 
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16. It should be uniform throughout the organization, though, in the 
light of local conditions, slight variations may be permitted in 
specific policies relating to staffing, compensation, benefits and 
services. 

17. It should have a sound base in appropriate theory and should be 
translatable into practices, terms and peculiarities of every 
department of an enterprise. 

18. Except in rare cases, policies should not prescribe detailed 
procedures. 6 

Origin and Sources of Personnel Policies 

Policies stem from a wide variety of places and people. They are 
not created in a vacuum but are based on a few principal sources which 
determine the content and meaning of policies. These are: 

1 . The past practice of an organization ; 

2. The prevailing practices among sister concerns in the 

neighborhood and throughout the country in the same industry; 

3. The attitudes, ideals and philosophy of the Board of 

Directors, top, middle and lower management; 

4. The knowledge and experience gained from handling day-to-day 
personnel problems and employees’ suggestions and complaints; 

5. Collective bargaining programmes; 

6. State and national legislation; 

7. Changes in the country’ s economy; 

8. International forces, such as may operate in times of wars; 

9. The culture of the hospital and its technology, its business 

environment, its social and political environment; 

10. The extent of unionism; the attitudes and social values of labor; 
the ethical points of view or the social responsibility of the 
organization toward the public; and 

1 1 . The goals of the organization. 

Coverage of Policies 

The subject matter of personnel policies is as varied as the 
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practices of the HHR Department; and any itemization would serve 
merely as a laundry list. The norms of personnel policy vary from 
industry to industry, and with its management structure, the economic 
and social conditions prevailing in it at a particular time, the attitudes and 
ideals of the top management. They also vary with changes in public 
opinion, area and regional traditions, and practices, the country’ s 
industrial system, the labour and industrial policies of the State and the 
Central Governments, the influence of trade unions, national agreements 
between representatives of employers, managers, employees and the 
government. The policies and influences of business 
associations, employers’ federations, technological development, 
competition and social approval, the prevailing attitude of the organized 
labor, government regulations, the extent of unionization in a particular 
industry. 

Before policies are drafted meetings are held with various departments 
and individuals to consolidate the current practices and take assent of all on the 
impending norms that are going to be put in place. Policy once establish cannot 
and should not be easily changed at the drop of a hat; they loose their sanctity if 
that happens. 

Hence careful thought is necessary. The decisions of Tripartite 
conferences, Industrial or National Tribunals or Labor Courts - these, too, 
determine the norms of personnel policies. In other words, they cover such a 
wide variety of items and are so broad based that every possible item 
which affects the interests of anyone in an organization is included in 
them. However, it is virtually impossible for any organization to have 
policies which cover every type of contingency because new issues or 
questions usually crop up from time to time for which no policies exist or 
for which an organization is still in the process of writing a policy. In such 
cases, therefore, it has to work without policies until such time as it 
frames them. 

The National Industrial Conference Board of the USA is of the view 
that the following matters should be included in a personnel policy. 7 

1 . History of the company’ s growth. 

2. Employment practices and conditions of employment — minimum 
hiring qualifications, preferred services for recruiting personnel, 
physical examination, psychological and occupational interest 
and aptitude test; methods of wage payment and pay period, 
hours of work, overtime work, shift work and shift relations; the 
basis of promotion and promotion channels, lay-offs, and re- 
hiring, discharge, voluntary separations; seniority rights, 
guaranteed employment after attaining a certain length of service 
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and when an employee is considered as a regular employee. 

3. Grievance. Pre-termination procedure. 

4. Safety rules and regulations, and responsibilities of employees 
while at work. 

5. General practices - employee identification, punching time cards or 
biometrics and reporting in and out of the hospital or 
department; checking of tools, purchases from the company 
usually at a discount; procedure for getting pay; absence, leave 
of absence, change of address and solicitation on company 
premises. 

6. Mutuality of interests and need for co-operation between 
management and employees. 

7. Employee financial aids - savings, loans, credit co-operatives, 
mutual benefit associations, group insurance, profit sharing, 
bonus plans, incentive plans, partial or full payment of tuition 
fees for attendance at professional institutes. 

8. Educational opportunities - apprentice training, campus schools, 
vestibule schools and on the job training; training for promotion, 
provision of training facilities. 

9. Employees’ news sheet and house journals. 

10. Communication media and suggestion system. 

11 . Health and hospitalization - medical, health and safety services and 
programs. 

12. Vacation with pay. 

13. Sickness, death and maternity benefits or allowances. 

14. Freedom for the employees to discuss any item of interest with 
the management. 

15. Company stores. 

16. Social security and other kinds of compensation and unemploy 
ment and accident compensation, provident fund, pension, 
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gratuity, compensation for employees injured while on duty, 
invalidity. 

17. Collective bargaining and recognizing the employee’s rights to 
join any union of his choice, recognition of a particular bargaining 
agency, procedure to be followed in settling grievances or the 
interpretation of a bargaining contract and the right of an 
individual to be heard. 

18. Procedures for disseminating information on company policies. 

19. Maintenance of discipline and adherence to rules; penalties 
available. 

20. Garnishments. 

21. Public relations. 

22. Labor-management relations and union-management co 
operation. 

23. Prohibited activities — smoking, gambling, imbibing liquor and 
soliciting on company premises and during working hours. 

It may be noted that this list is by no means exhaustive; it is only 
indicative of the scope of personnel policies. 


Policy Programme of Christian Medical College, Vellore from HR 
policy of CMC, Vellore 

A. Extra-curriculartraining programs Training Programme on “The 
Roles & Responsibilities of Staff’:This program aims to 
familiarize every staff in the institution with CMC's vision, 
mission and quality policy, general clinician guidelines, staff 
service rules, grievance redressal mechanism, hand hygiene, 
occupational and workplace hazards 

B. Managerial Advancement Programme (MAP) : Since CMC 
utilizes its own staff in managerial positions, this program, 
conducted by the Department of Hospital Management 
Studies & Staff Training and Development provides an 
opportunity for managerial level staff that has finished their 
DHA/FHA/MHA/M. Phil/MBA to update their knowledge and 
skills 2. 
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C. Clerk typists, attendants and housekeeping staff 

a) Institutional Induction Training Programme: This program 
seeks to familiarize a new recruit with the history, culture, 
values, accepted practices, policies, and standards of the 
institution; opportunities for career advancement; hospital 
environment, facilities and emergency procedures; staff 
service rules and rights of the employee. 

b) Orientation Training Programme (OTP) : A) 1 year OTP for 
stenographer/clerk typist trainees (covering aspects of 
secretarial practice, office procedure, medical terminology, 
language and computer skills) and B) 6 months OTP for 
housekeeping staff and attendants (covering code of 
conduct, waste disposal, handling of equipment and 
universal precautions) is conducted. 

D. Cultivating Character Training Programme (CCTP) 'A one 
day training program for all nursing and support staff where 
desirable character traits are taught through presentations 
and video clips in order to strengthen interpersonal 
relationships among participants 

E. Bio-Medical Waste Segregation Training Programme: Aimed 
at teaching attendants and housekeeping staff regarding 
handling and segregation of Biomedical Waste in the 
institution 

F. Cardio- Pulmonary Resuscitation (CPR) : Apart from doctors, 
technicians and Class III staff are trained and periodically 
updated in cardio pulmonary resuscitation (Basic Life 
Support). 

G. Fire & Safety Training Programme: This program focuses 
exclusively on categories of fire, how to respond during fire 
and other precautionary steps to protect self and others 
during a fire incident 

H. Staff Development Training Programme: Training programs 
for Class III & Class IV staff focusing on language skills 
(Spoken Hindi classes for secretaries / clerk-typist). 
Professional Etiquette (for front office staff), and Motivation 
and Soft skills classes (for Class III & Class IV staff) . 

I. Training programmes to cater to the spiritual needs of Class 
III & Class IV staff 
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Responsibility for Policy-Making 

The actual formulation of personnel policies is the responsibility of 
the Human Resources Head/Personnel Manager but its ultimate approval, 
or any change or modification in it, comes from the top executives; and the 
decision depends upon the financial ability of a company, the obligations 
imposed upon it by legislation, the agreement between employers and 
employees, the repercussions of such decisions of the various levels of 
employees as well as on neighboring industries and on the community. 

The executive role is one of mediating, reconciling, persuading, 
convincing, expressing and communicating the policy; developing tools and 
machinery, guiding, directing and evaluating the effectiveness with which 
those tools are used in the application of policy. The responsibility for 
personnel administration rests squarely upon the shoulders of the line 
management. The HHR Department assists in communicating policies to 
those for whom they are meant and exercises control over it in order to 
ensure fairness and uniformity. If it is not communicated and interpreted 
correctly, even a sound policy may lose much of its usefulness. 

Therefore, personnel policies should be made known to the 
employees through supervisors at each level. Superiors may be informed of 
changed policies and kept informed of the accepted policies by any of the 
following methods : 

a. Written standard practice. Procedures issued to cover company 
policies, with supplements to cover changes. 

b. Booklets or Bulletins, issued to new employees setting forth 
rights, privileges, and responsibilities. 

c. Verbal instructions from immediate superiors. 

d. Group meetings of new employees convened regularly. 

e. Union contract 

f. Company paper, giving details about company policies. 

g. Conference conducted as a part of executive training programmed. 

When the supervisory force has been familiarized with company 
policies, much of the purpose of informing the employees has been 
accomplished. However, as a matter of safety, it is always wise to take 
steps to inform workers directly through the medium of published booklets 
and through the representatives of the HHR Department to new employees 
in group meetings. It is also advisable to publicize them in a company 
house journal, which may also carry a copy of the company’ s contract with 
its employees and in some cases an online version is desirable. 
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Policy Administration 

Essentially, in the administration of a personnel policy a large sum 
of money is involved: An unsound decision may endanger the health 
company's bargaining power and position. Therefore, a thorough 
consideration must be given to the following issues: 

1 . What purpose and objectives will it serve? 

2. What principles, concepts, practices and philosophies of the 
organization will 

It project? 

3. How much would its implementation cost? 

4. What benefits will it offer and to whom? 

5. Is it administratively feasible and fair to the employees? 

6. What areas will it cover? 

7. What authority will it give to personnel at different levels? 

8. Will it be acceptable and consistent? 

Mechanism of Policy Formulation 

Policy generation is a complex process, calling for the help of 
experts. Personnel policies are so designed as to reflect the current good 
practices in society. The first step in the mechanics of formulating a policy 
is the identification of a problem area or situation in which decisions of a 
similar and repetitive nature are involved. To some extent, policy making 
involves all levels in the working organization. It is the personnel staffs who 
study the existing documents, survey industry and community practices 
review the prevailing conditions in the company, interview other executives, 
in the organization to collect appropriate information and get their 
suggestions and cooperation on personnel activities. The formulation of a 
policy is not a Job for any ivory tower specialist. The person preparing a 
draft of it must be thoroughly familiar with the subject from personal 
experience and involvement. After the policy draft has been prepared the 
second step is to circulate its copies among all those who may be expected 
to operate under it. Their constructive criticism and suggestions would be 
very valuable. A second draft is then prepared and finalized, and the policy 
statements are given shape and promulgated throughout the organization. 
Policies are developed after a thorough discussion so that all the managers 
involved in related areas of responsibility are personally committed to them. 

Developed in this manner, these policies will stand the test of time 
and will hold even under conditions of stress. A set of policies may be 
compared to the rope holding the mountain climbers together; since they 
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are thus together, no climber can be lost but they must co-ordinate their 
activities or the rope will get in their way. 

Review : The third step is to undertake a periodic review, evaluation 
and revision of the policies. This is essential if organizational complacency 
and managerial stagnation are to be avoided. It is a part and parcel of the 
means of keeping an organization "vibrant" and "on its toes". If a policy is 
cancelled or withdrawn, it should be substituted by a new one, failing which 
mismanagement is likely to result. 

In brief, the steps necessary in designing a policy are: 

l Initiating a policy. 

I Uncovering of facts by the personnel department. 

I Recommending a policy to the top management and eliciting the 
views of all concerned. 

I Putting down a policy in writing. 

I Explaining and discussing the proposed policy with members of 
the organization. 

I Adopting and launching it. 

I Communicating it to employees at all levels. 

I Administering it. 

I Initiating followup action on it. 

I Evaluating it; and 

I Restating or reformulating the policy. 

It should be clearly understood that "the authority for implementing 
personnel policy must come from the top management. The responsibility 
implementation rests with the line management at the level of the 
department head and that of administration of day-to-day matters with the 
lower level of management. The responsibility for assessment, review, and 
follow-up action should lie with the personnel department.” 8 

Personnel Policies Should be in Writing 

Thomas Harrel said that an idea does not exist unless it can be put 
in writing. A policy, conceived as a management tool, also does not exist 
unless it is in writing. 9 There are distinct advantages of written formal 
policies. In the first place, the writing of policies makes a commitment on 
the part of an organization. When they are written, it should be apparent to 
management representatives, employees and union officials that the "top 
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management does what it says. " Secondly, writing ensures uniformity of 
application minimizes favoritism and discrimination among the personnel 
and assures continuity of action even when the top management is changed, 
for a policy is not just a fad of one particular boss, to be jettisoned when he 
leaves the organization. Third, it earns the loyalty of and builds enthusiasm 
among the members of an organization in so far as they are assured of fair 
play and justice. Fourthly, it limits the freedom of action on the part of the 
management; for a supervisor cannot go off half-cocked and come up with his 
personal interpretation of the organization's intent. Fifthly, writing helps to 
ensure that the professed policies are "right", for an organization trying to 
put its best foot forward. Finally, written policies provide something concrete 
on which to base an appeal if there is any disagreement about what the 
organization's policy is. 

All well established Hospitals should have published Policy Manuals 
for all its managers, supervisors and employees. Handbooks, house 
bulletins and booklets may also be used for the purpose. The moment a 
policy is written down or published, it encourages the staff to be constantly 
alert so that it may be properly implemented. Francis Clarence, Chairman, 
General Foods corporation, USA put it way back in 1954: "if you write it 
(policy) down, you have got to live up to do it or die trying. If you set a high 
standard, you will fall far short of perfection. " 

Therefore, personnel Policy is notwritten in words which are neither 
vague nor unnecessarily academic, nor in any way offensive to those who 
read it, either before or after it been explained to them. The words and 
sentences need to be complete and precise. It should not contain irritating 
words or expressions which antagonize some or cast aspersions on others. 
For example, the words "You are forbidden" should be replaced by "It will 
be appreciated". The tone should be warm, without the use of any 
legalistic phraseology. The form should be convenient and handy for 
management reference and application. Short paragraphs, the use of 
underlined phrases and adequate spacing encourage reading. Short 
sentences are always better than long sentences linked together with some 
such phrases as "subject to" "provided, " "whereas. " 

Each policy item is numbered and its paragraphs are usually sub- 
numbered. Sometimes each subject begins with the phrase, "we believe, " 
and then indicates what it is that the organization does believe in. This is 
invariably the statement of policy which is immediately followed by a 
paragraph beginning "to give effect to this belief, we do the following 
things, " and then follows a list of procedures and practices. 
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SAMPLE POLICY CONTENTS 

RULES AND REGULATIONS GOVERNING EMPLOYMENT AT xxx Hospital. 

CONTENTS AND REVISION STATUS 


Sr. No. 

Contents 

Page No. 

Current 
Rev. No 

Date 

1 

Introduction 

4 

00 

13.01.2016 

2 

Corporate History 

5 

00 

13.01.2016 

3 

Mission 


00 

13.01.2016 


SECTION A 

Employment Policies, Rules & Practices 

1 

Recruitment and Selection 

6 

00 

13.01.2016 

2 

Probationary Period for 
New Employees 

7 

00 

13.01.2016 

3 

Grades & Designations 

8 

00 

13.01.2016 

4 

Office Hours/shift timings 



13.01.2016 

5 

Employees Records 

9 

00 

13.01.2016 

6 

Visitors in the Workplace 

10 

00 

13.01.2016 


SECTION B 

Code Of Product 

1 

Attendance/ Punctuality 


00 

13.01.2016 

2 

Absence without Notice 


00 

13.01.2016 

3 

Time Attendance Machine 

11 

00 

13.01.2016 

4 

Outdoor Register 


00 

13.01.2016 

5 

Telephone Use & Internet Use 


00 

13.01.2016 

6 

Power/Water Saving 

12 

00 

13.01.2016 


SECTION C 

Salary Administration 

1 

Salary Administration 

13 

00 

13.01.2016 
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SECTION D 

Other Policies 

1 

Mobile Policy 

14 

00 

13.01.2016 

2 

Tour Policy 

14-16 

00 

13.01.2016 

3 

Travel Desk 

16 

00 

13.01.2016 

4 

Performance Appraisal 
& Review 

17 

00 

13.01.2016 

SECTION E 

Welfare & Other Benefits 




1 

Site Allowance 

18 

00 

13.01.2016 

2 

Leave Policy 

18-20 

00 

13.01.2016 

3 

Employees State 
Insurance Corporation 

20 

00 

13.01.2016 

4 

Provident Fund 

21 

00 

13.01.2016 

5 

Salary Advance 


00 

13.01.2016 

6 

Public Holidays 

22 

00 

13.01.2016 

7 

Uniforms 

00 

13.01.2016 


SECTION F General Rules & Regulations/ Breach of Code of Conduct 

1 

Procedures for 
handling Complaints 

23 

00 

13.01.2016 

2 

Dress Code 

00 

13.01.2016 

3 

Reception 

00 

13.01.2016 

4 

Vendor Management 

24 

00 

13.01.2016 

5 

Movement Of Documents - 
Courier 

00 

13.01.2016 

6 

Stationery 

25 

00 

13.01.2016 

7 

Visiting Card 

00 

13.01.2016 

8 

Exit Interview & Clearance 

26 

00 

13.01.2016 

9 

Breach of Code: Conduct, 
Policies, and Rules Practices 

00 

13.01.2016 
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Annexure 


Contents No. 

Format 

No 

Page 

No 

Revision 

Status 

Date 

Employment Application Form 

1 

27-31 

00 

13.05.2016 

Manpower Requisition Form 

2 

32 

00 

13.05.2016 

Feedback Form Interview 

3 

33 

00 

13.05.2016 

Appointment Approval Form 

4 

34 

00 

13.05.2016 

Probation Progress Review Form 

5 

35 

00 

13.05.2016 

Outdoor Register 

6 

36 

00 

13.05.2016 

Tour Information Form 

7 

37 

00 

13.05.2016 

Tour Advance Form 

8 

38 

00 

13.05.2016 

Reservation and Cancellation of 
Ticket Form 

9 

39 

00 

13.05.2016 

Employee Performance 
Review Form 

10 

40-50 

00 

13.05.2016 

Leave Application form 

11 

51 

00 

13.05.2016 

Leave Card 

12 

52 

00 

13.05.2016 

Application Form for 
Salary Advance 

13 

53 

00 

13.05.2016 

Asset Tracking Form 

14 

54 

00 

13.05.2016 

Stationery Requisition Form 

15 

55 

00 

13.05.2016 

Clearance Procedure Form 

16 

56 

00 

13.05.2016 

Exit Interviews Form 

17 

57-58 

00 

13.05.2016 
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CHAPTER 



Records, Audit and 
HHR Research 


Healing is a matter of time, but sometimes also of opportunity. 

- Hippocratus 


To be a competitive employer, it is vital that hospital's managers engage 
in management practices that build and reinforce a competent, productive, and 
inspired workforce. The HR Management Performance and Accountability 
system measures and monitors the workforce management practices toward 
achieving this ultimate outcome. 

In addition, the HR Management Performance and Accountability 
system emphasizes the use of data and factual information to: 

• Identify and anticipate HR management issues impacting delivery of 
state services 

• Enable data-driven H R management strategies and solutions 

• Improve processes and recognize HR management successes 

Legal Research on Health Care : 

The role of the HR manager extends to research on rules and 
regulations governing the health care system in relation to its employees. This 
may require working with the lawyers of the hospital. Statutes such as those on 
Pollution Control, Personnel and Labour Laws as well as Medical Council Of 
India Guidelines need to be studied and followed. Contracts with Contractors 
and appointment orders etc also need close scrutiny by the HHR manager and 
his department for retention purposes. This avoids situations where a facility is 
subjected to penalties for violations of health-related laws, or disputes arising 
from employee contracts . 1 

Significance of Records and Reports : 

A record is a piece of writing or a chart which provides ready information 
and which preserves evidence for future reference or use. The importance of 
records and reports for the management of an organization cannot be over 
emphasized, for timely decisions depend on information available. They are 
needed: 
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I. To supply the information required to government agencies on the 
rate of accidents, absenteeism or turnover, or on wage rates 
occurring or prevailing in an organization; 

II. To conduct research in the field of industrial relations; 

III. To enable personnel managers to prepare training and 
development programs; 

IV. To review and revise pay scales; and 

V. To maintain up-to-date data on leave, transfers, promotions, 
dismissals, strikes or lockouts, man days lost, expenditure incurred 
on employee benefits and services, cases of indiscipline, etc. 

In the absence of reliable records and reports, the management would 
not be able to function in an effective way. 

REPORT 

A report is an account or statement describing in detail a happening, 
event and situation or evaluating an occurrence in the enterprise. It is a generic 
term that encompasses various written evaluations. A HHR Manager must be 
familiar with their writing and presentations. 

Essentials of a Good Report 

The submission of a report on a particular issue is the responsibility of 
the person appointed for the purpose who puts it up to one of the top 
executives. It may also be sent by an immediate supervisor to his departmental 
head. To be useful, a report should satisfy some conditions. These are: 

a. It deals with a specific objective 

b. It dwells on the issue and does not ramble 

c. It is based on collected data and honest interpretation 

d. It makes specific recommendations 

e. It has to be made timely so that proper action istaken 

f. It could be illustrative and a PPT (Power Point) 

g. Wording should be clear and concise and understandable 

h. Itshould be readeroriented and not writer oriented 

RECORDS 

By the term “records “is meant the preservation of information in files 
and documents. They are generally prepared and compiled from reports and 
they are meant for long term use. They contain: 
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(a) Employer / employee information on job analysis, evaluation and 
descriptions and/on recruitment, selection, test scores; on the results of 
physical examinations; on the interviewers' notations; on employee training 
and development and periodical appraisals; on transfers, promotions, 
disputes, legal cases in industrial relations, personnel administration and 
employee welfare and in their implementation in the organization. 

(b) Planning, direction, coordination and control of the activities and 
personnel of the departments under HR Manager. Quarterly HR and Workforce 
Report of Oxford University Hospitals can be found on http:// www.ouh.nhs.uk/ 
about/trust-board/20 1 3/february/documents/TB20 1 3-30-H R-workforce-report. pdf 

ANNUAL REPORT OF HHR of a UK based Hospital : 

Human Resources Directorate Report 20xx 

1.0 Introduction 

1. 1 This paper identifies key activities undertaken by the Human Resources Directorate and 
the performance of the Hospital in relation to staffing related matters during the last twelve 
months. The report aims to highlight areas of priority in relation to activity forxxxxxx. 

2. 0 Key Performance Indicators 

2.1 Establishment : Shows a small increase in establishment of 1.32% with the biggest 
increases in staff being in the Administrative and Clerical and Allied Healthcare 
Professionals fields. A major contributor to this has been the additional temporary 
resources provided during the transfer to and opening of another Hospital. There is a 
review taking place to establish if any of these temporary additional posts need to be 
permanently retained. This piece of work is due for completion by the end of March. 

2.2 Turnover - Trust has experienced relatively low rates of turnover at 8.66%, with 10%> 
generally being quoted as an average for the NHS. The largest number of staff leaving in 
the last year has been from the Nursing and Midwifery profession. Work has already 
commenced with the Assistant Director of nursing to plan for changes in skill mix to 
support the 50% single occupancy wards and changed environment. 

2.3 A wider understanding of the workforce demographics needs to be established to enable 
succession planning and potential realignment of staffing needs in accordance with the 
requirements of new ways of working in the new Hospital. Work is already planned with 
the Matrons to take this forward, the results of which will need to be fed into the appropriate 
sub-groups of the New Build Project Implementation Group. 

2.4 Sickness absence - As can be seen the split between short and long term sickness 
absence has not differed greatly from between these two periods, however we did see an 
improvement in short term absence from the previous year, as a result of work to 
implement the Irregular Attendance Procedure. 

2.5 Mandatory Training - We have improved our performance in relation to ensuring all staff 
receives the appropriate level of mandatory training as required. The Learning and 
Development team have undertaken a huge piece of work to ensure hospital is meeting 
the requirements under the Standards for Better Health. 

2.6 Employee Relations activity - Appendix Eight shows the breakdown of cases and the 
nature grievances and disciplinaries that have taken place. The biggest increase can be 
seen in people taking out a case under the Respect at Work Policy. 

3.2 Generalist HR - a great deal of work was put into ensuring the requirements under 
Standards for Better Health were met, work that was co-ordinated across the Directorate 
by the generalist HR team. Work has continued to ensure the HR requirements of 
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Pandemic Flu planning are met. Whilst some outstanding issues remain in relation to 
individual Agenda for Change cases, the process is now fully mainstreamed. The main 
areas of work include ensuring the right structure and roles and responsibilities are in 
place within the Department to ensure all aspects of work can develop. Whilst we are 
meeting our requirements under the Equality and Human Rights agenda this area does 
require a continued focus with the potential to broaden the remit of a lead role to include 
responsibility for non employment issues. 

3. 3 Occupational Health: Develop a Health and Well Being Strategy incorporating the national 
Occupational Health Standards. Activity reporting for Occupational Health is being 
developed and is expected to make up part of the Care Group's standard reporting 
package. Occupational Health have a pivotal role in moving the overall sickness absence 
agenda forward and current practices have started to be reviewed to ensure the most 
effective use of resources within the team during the year. 

3. 4 Workforce Planning and Payroll/Staff Services 

3. 5 Medical Staffing and Medical Education - In some areas there are still extreme pressures 
on junior doctors' rotas due to shortages, which are at a national level, in supply of people 
trained to the necessary level resulting in gaps in rotas. We will be continuing work to 
address this in areas which are badly affected. 

3.6 Learning and Development - We have seen more robust induction and mandatory 
training programmes being put in place with improved reporting mechanisms over the last 
twelve months. The team has been through considerable change in recent times, 
however during the last twelve months NVQ provision has grown substantially and the 
team received special mention during the recent revalidation of the Investors in People 
Award. Major areas for development during 2009/10 will be the establishment of a 
finalised department structure fit for purpose in relation to delivering against the wider 
Learning and Development agenda. Some of this work has started with the further 
improvement and development of the Leadership and Management Development 
Initiative programme, linking it to levels 2, 3, 4 and 5 NVQ attainments, providing a 
programme meeting the needs of team leaders and junior to middle level managers. A 
programme including coaching, project management, 360 0 feedback skills training is due 
to commence in March aimed at more senior managers. The Staffing Solutions team sits 
within the L&D function and will undergo the same finalising of structure. 

3 . 7 Workforce Remodeling - The new Deputy Director of HHR will be working as part of 
relevant sub-groups of the New Build Project Implementation Group. Workforce plans will 
be drawn up within each Care Group identifying how succession planning, appropriate 
skills development and changes to workforce are planned to take place over the coming 
two to five years, i.e. over the short, medium and long term. Supporting work will take 
place on specific projects identifying improved efficiencies and realisation of benefits of 
new technology particularly in relation to administrative functions. 

4. 0 Conclusion/A ctions for the Board 

4. 1 It is proposed that a shortened version of this report, mainly providing evidence of 
progress and improvement in key activity areas is produced for the Board on a quarterly 
basis, with a more detailed annual report provided towards the end of the financial year. 

HHR PERSONNEL AUDIT 

An audit is, properly speaking, an examination and verification of 
accounts and records. The business environment of the 21 st century requires a 
new focus from public, private and not-for-profit organizations on compliance 
and operations. The healthcare regulatory and business climate has never 
been more complex. The problems may be related to internal controls, 
technology and regulatory compliance, reimbursement, or cash flow 
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improvement, solutions increase efficiency. An effective internal audit program 
involves extensive "hands-on" operational and financial experience of 
seasoned team of professionals. 

Assurance and Compliance 

Hospitals need internal auditors. The following areas may be covered: 

• Enterprise Risk Management (ERM) 

• Internal controls 

• Revenue recognition 

• Procurement 

• Revenue Management. 

• Potential cash flow improvements 

• Accounts receivable 

• Coding and documentation reviews 

• Information Technology. 

• Software and vendor selection 

• Electronic Health Record (EHR) review 

• Meaningful use review 

• Internal controls 

• IT governance 


Another Sample Policy of a hospital on recruitments : To set policy 
regarding the recruitment and selection of staff. 

Accountibility : The Chief Human Resources Officer is to ensure 
compliance with this policy and in collaboration with hospital leadership, shall 
implement this policy. 

APPLICABILITY : This policy applies to staff positions. 

POLICY : Recruitment activity shall be in accordance with Govt, policies 
and with all Central, State and local laws, hospital regulations and applicable 
executive orders pertaining to hospital employment procedures. 

The Manager of Human Resources Services and Administrator of 
Compensation and Labor Relations, in collaboration with the hiring manager, shall 
formulate position requirements to accommodate a broad-based search for high 
quality candidates with the most suitable education, experience, skills, knowledge 
and abilities to perform the job responsibilities outlined in an approved position 
description. Such collaboration shall occur prior to posting the vacancy. 

Applications for hospital staff positions shall be reviewed by the Human 
Resources Generalist to determine if the applicant meets the minimum qualifications 
of the vacancy 

Management may consider substitutions for relevant requirements in some 
instances where applicants may possess exceptional qualifications, but years of 
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related experience or educational degree may not completely align with the stated 
preferences of the job description. 

Final selection of candidates is solely at management's discretion and shall 
be based upon assessment of the candidate's knowledge, skills and abilities and 
such other criteria as management may deem appropriate. 

PROCEDURE : Prior to initiating recruitment, an approved Staff Position 
Transaction Form for the vacant position must be provided to the Compensation 
Section of Human Resources. An up-to-date job description approved by 
Compensation must accompany each requisition. 

The Human Resources Generalist shall contact the hiring manager to 
review the job specifications to be certain that the position description accurately 
reflects the essential functions of the job before initiating appropriate recruitment 
activity, including listing the vacancy on the hospital's Career Opportunity website, 
print advertising or other recruitment methods. 

All regular full and part-time positions shall be posted on the hospital's 
Career Opportunity website and may also be advertised. Temporary vacancies may 
be listed on the website at the discretion of the hiring manager and in collaboration 
with the Human Resources Generalist. 

The hiring manager and the Human Resources Generalist shall ensure 
compliance with hospital policies and procedures relating to all collective bargaining 
agreements, layoff, recall, promotion, transfer, hiring or posting requirements. 

Internal and external applicants must apply online through the hospital's 
Career Opportunities website. Online applications shall be accepted as long as the 
position is posted. 

The Human Resources Generalist shall review the online applications 
identifying candidates with the most suitable education, experience, skills, 
knowledge and abilities and shall electronically forward qualifying applicant 
resumes to the hiring manager. 

This manager shall review the referred applicants by accessing the 
hospital's web-based candidate referral, screening, selection and placement 
system. The hiring manager shall select the applicants who will be interviewed, 
schedule interviews and inform the Human Resources Generalist of his/her top 
candidate choice by completing the web-based Vacancy Information and Candidate 
Assessment Record. The Human Resources Generalist shall notify the 
unsuccessful candidates. 

Note : There are 3 levels. The Human resource generalic who has and over view on 
the entire HR. The hiring manager who specializes in hiring and the compensation 
section that aligns the various salaries. 
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There are various types of audits. Here is an example of one: 

RESEARCH ARTICLE, Indian Journal of Pharmacology, 
Hanumantha Rao Potharaju, SG Kabra 2 

Objective : The main objective of the prescription audit of the 
secondary level government hospitals under the Maharashtra Health 
Systems Development Project (MHSDP) was to develop a list of essential 
drugs. Other objectives were to articulate measures for improving the 
prescription practices and to generate information on the core prescribing 
indicators proposed by the World Health Organization (WHO). 


Similarly, HHR or personnel auditing refers to an examination and 
evaluation of policies, procedures and practices to determine the effectiveness of 
the Human resource/personnel management. In other words, personnel auditor 
periodical reviews of the effectiveness of management are concerned with: 

(a) The measurement of the effectiveness of personnel programs and 
activities; and 

(b) The determination of what should or should not be done in the future 
as a result of such measurement. 

The effectiveness of a HHR program, like that of HHR research is 
dependent upon available information, and its scope is as wide as the field of 
personnel management. The performance of people is a complex product of 
personnel interest, qualifications, commitment and expectations on the one 
hand, and of the employment environment (including working assignments, 
working conditions, supervision, opportunity and challenge) on the other. 
Because manager-employee relationships, from recruitment to retirement are 
interrelated to compose the total system, no part of that system can be ignored. 

Objectives and benefits of Human Resource Auditing 

A periodic HR audit can qualify its effectiveness within an organization. 
HR audits may accomplish a variety of objectives, such as ensuring legal 
compliance; helping maintain or improve a competitive advantage establishing 
efficient documentation and technology practices and identifying strengths and 
weaknesses in training, communications and otheremployment practices. 

• To review the performance of the HHR Department and its relative 
activities in order to assess the effectiveness on the implementation 
of the various policies to realize the Organizational goals. 

• To identify the gaps, lapses, irregularities, short-comings, in the 
implementation of the Policies, procedures, practices, directives, of 


47 


Records, Audit and HHR Research 


the HHR Department and to suggest remedial actions. 

• To know the factors which are detrimental to the non-implementation 
or wrong implementation of the planned Programmes and activities. 

• To suggest measures and corrective steps to rectify the mistakes, 
shortcomings if any, for future guidance, and advise for effective 
performance of the work of the HHR Department. 

• To evaluate the Personnel staff and employees with reference to the 
Performance Appraisal Reports and suggest suitable 
recommendations for improving the efficiency of the employees. 

To evaluate the job chart of the Human Resource Managers, 
Executives, Administrative Officers, Executive Officers, Recruitment Officers, 
whether they have implemented the directives and guidelines for effective 
Management of the Human resources in their respective Departments. In a 
nutshell: 

Objectives of the Human Resource Audit 

• Objectives and benefits of Human Resource Auditing 

• Human ResourceAuditing Process 

• Human ResourceAccounting 

• Methods of Human ResourceAccounting 

• Human Resource Information Systems 

• Outsourcing and Crowd sourcing 

• Employer Brand 

• Temping orTemporary Staffing 

• Attrition 

• Call centers 

• Exit interviews 

• Stress Management 

• Balanced scorecard 

• Competency mapping 

• Human Resource Benchmarking 

• Employee absenteeism. 
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Benefits of Human Resource Audit 

Several benefits associated with Human Resource audit are listed 
below. An audit reminds member of HHR department and others its contribution 
creating a more professional image of the department among manager and 
specialist. The audit helps clarify the department’s role and leads to greater 
uniformity especially in the geographically scattered and decentralized HR 
function of large organisations. Perhaps most important, it finds problems and 
ensures compliance with a variety of laws and strategic plans in an 
organization. 

The objectives ofaHRauditare : 

(a) To review the whole system of management programs in which a 
management develops, allocates and supervises human resources 
in an organization with a view to determining the effectiveness of 
these programs; 

(b) To seek explanations and information; that is, to get answers to such 
questions as: "Why did it happen?" and "What happened'?" 

(c) To evaluate the extent to which line managers have implemented 
the policies which have already been initiated and 

(d) To evaluate the personnel staff and employees. 

According to Gray, "the primary purpose of personnel audit is to know 
how the various units are functioning and how they have been able to meet the 
policies and guidelines which were agreed upon; and to assist the rest of the 
organization by identifying the gap between objectives and results. The end- 
product of an evaluation should be to formulate plans for corrections or 
adjustments ." 3 

Importance of HR Audit 

Though there is no legal obligation to audit HR policies, in modern times 
personnel and industrial relations audits have been widely accepted as tools 
with which managers can control the programs and practices of the personnel 
and industrial relations department. The importance of a personnel audit has 
increased in recent years because of the following reasons: 

(a) Achange in managerial philosophy and theory, as a result of which a 
management now feels that the employees' participation in the 
activities of an organization and their identification with it has a 
tremendous influence on the working of that organization. 

(b) The changing role of the government, which intervenes more often 
and more extensively now to control manpower management by an 
organization with a view to protecting the interests of the 
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employees, providing them with better working conditions and 
ensuring their economic security. 

c) The increasing role played by trade unions and their strength, as a 
result of which they often question managerial competence in 
industrial relations. 

(d) The rising wages, changes in the skills of technical and professional 
workers and the increasing expenditure incurred on the industrial 
relations department - these are the factors which have influenced 
and encouraged the trend in favorof an audit. 

Need for HR Audit 

The need for personnel audit is largely influenced by several conditions, 
some of these are: 

(a) The Number of Employees: Very small units, because of the very 
small number of persons employed require comparatively little in the 
way of a formal audit. 

(b) Organizational Structure: Continuing feedback is facilitated if an 
organization has a HR department. 

(c) Communication and Feedback: An effective two-way 
communications system often reduces the need for a formal audit. 

(d) Location and Dispersion: The need for a formal audit is directly 
related to the number of isolated plants and geographical locations. 

(e) Status of an Industrial Relations Manager: If he participates in top 
management plans, reports, discussions and decisions, the need 
for a formal audit may be less frequently felt. 

(I) Administrative Style: The greater the delegation of authority and 
decentralization of power, the greater the value of a regular and 
formal audit. 

Scope of the Audit 

The scope of a personnel audit is very wide. It represents a "whole man'" 
approach; that is, it assumes that the management of human resources 
involves much more than the practice of recruiting. Hiring, retaining and firing 
employees. It examines the concept of "people management'- by supervisors 
at all levels. In the words of the National Industrial Conference Board of the 
United States, "the top management is interested in auditing all the programs 
relating to employees, regardless of where they originate, or the channels 
through which they are administered.” 
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The field of audit includes : 

(a) Job analysis; (b) Recruitment; (c) Testing; (d) Selection; (e) Training; 
(f) Management development; (g) Promotions and transfers; (h) Rating; li) 
Labor relations; (j) Morale development; (k) Employee benefits and services; (I) 
Employee communication; (m) Employee counseling; (n) Wage and salary 
administration; (0) Collective bargaining; and (p) Personnel management, 
industrial relations and research. 

Records to be used 

The main records and statistics to be used in a personnel audit are: 

(a) Time standards; ( b) Cost records; (c) Test scores; (d) Training 
scores; (e) Interview records; (f) Work stoppages; (g) Medical reports; (h) 
Accident reports; (i) Grievance reports; (j) Turnover reports;(k) Unit labor costs; 
and (I) Payroll data. 

In other words, both quantitative and qualitative yardsticks should be 
used for purposes of evaluation. For example, averages in the levels of 
employee turnover or absenteeism; cost figures for each major activity or 
function; accident frequencies; grievances; suggestions; material data 
indicators - wage and salary surveys, employee's state insurance scheme 
stabilities, productivity indications for certain jobs and/or machines, staffing 
and manning tables, job analyses and descriptions and evaluation data 
regarding selection instruments. 

Methods of Analysis 

The methods for analyzing data and information are: 

(a) Comparison of various time periods; 

(b) Comparisons between departments and other companies; (c) Trend 
lines, frequency distributions and statistical correlations; (d) Ratio 
analysis; for example, labor cost per unit of output; (e) Classification 
of data by kinds of employees, products and departments; and (f) 
Graphical or pictorial displays. 

Frequency and Types of Audit 

It is a common practice to have an annual evaluation or audit. At the end 
of each calendar or fiscal year, a report is presented, covering statistical 
information on the activities performed, the results achieved, the costs and 
expenditure involved, and comparisons of objectives and accomplishments. 
By a perusal of this report a great deal of useful information can be had about 
personnel activities. 
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In some organizations however, this audit is conducted periodically, 
generally in accordance with the needs. For example, attitude or morale 
surveys on particular subject or topics may be conducted or special reports may 
be prepared on such issues as grievances, the working of seniority rules or the 
effects of overtime practices and collective bargaining agreements. 

Two practices are generally followed while conducting a personnel 
audit. In some cases, the audit is conducted by those employed in the 
organization itself- generally by auditors or accountants. In other cases, the 
services of outside experts are engaged. The former is known as internal audit 
while the latter is external audit. 

The advantages of having an outside auditor are that : 

(a) he has a comparative knowledge and exposure of what other 
organizations are doing in similar situations; 

(b) he has a professional attitude toward his work; and 

(c) he is objective in that he personally will not become a party to 
recommended changes. 

While appointing an outside auditor certain conditions should be kept in 
mind regarding his work. 

• He cannot work miracles. He can diagnose ills and recommend 
treatment. 

• He must receive top management's support. 

• He cannot and should not relieve management of its responsibility 
for making the decisions. He can recommend, but the acceptance of 
his recommendations rests with management. 

The Audit Report 

The report should invariably be submitted, within a reasonable time, 
after the audit work is over. It should avoid the journalistic style; be based solely 
on the findings; be presented in a factual manner that is readily available for 
future reference; make use of graphic techniques where appropriate; and not 
be any longer than is necessary. 

The following items should be contained in the report: 

1. Table of Contents. 

2. Summary and conclusion, in which the entire report is summarized 
for the top executives. This may be the only part of the audit that 
some of the important executives will read. It should be short -not to 
exceed five to seven pages. 
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3. Preface giving a brief statement of the objectives. 

4. The report proper, in which a major division is covered as a special 
section. (It is desirable to have this so typed that any section may be 
removed and sent to the persons concerned). Each section should 
be complete, and should contain as many supporting data as are 
practical without making it too voluminous. Other data should be 
included in the appendix. . 

5. Summary. This is more complete than summary and conclusions at 
the beginning of the Report. 

6. Appendix. This includes supporting data that would be too 
voluminous to appear in the body of the Report. 

7. Itshould be signed by all members making the audit 

Certain aspects of an audit report (such as a morale survey, a safety 
survey and similar special items of wide general interest) may be made 
available to the employees. Other phases of the audit may be given to top 
management. 

(c) It supplements knowledge and extends the frontiers of 
understanding. 

When used in the context of personnel management, research may be 
defined as a systematic enquiry into any aspect of the broad quest on of how to 
make more effective an organization's recruitment, selection and development 
programs and how it may fully utilize human resources. 

Many new insights, new approaches and effective practices have 
emerged as a result of research by commercial and industrial organizations, 
universities and government and private agencies. 

Audit of the PERSONNEL&TIME OFFICE 

• Obtain a list of sanctioned strength - Department wise and compare 
with the actual strength of the employees. Note the variation and 
comment upon the cases where the actual strength of the employees 
is more than the sanctioned strength. Check approval for the extra 
man power deployed. 

• Review the personnel service files of employees kept by the Personnel 
Department to check whether- 

a) All the copies of certificates / testimonials have been taken from the 
employees at the time of joining. 

b) Nomination in case of Gratuity / Pension / PF / superannuation etc 
have been collected from the employees 
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c) All the other documents like increment letters / promotion letters etc 
are properly filed in the service files. 

d) Copies of appointment advice / appointment letters / confirmation 
letters etc are kept in the service files. 

• Obtain a list of all the pending legal cases being handled by the 
Personnel Department. Check the status of all the legal cases 
including the date of next hearing. Comment upon the speedy 
settlement of the legal cases. For keeping an effective control over the 
legal cases the Personnel Department should prepare a status report 
of pending legal cases on a monthly basis. 

• Ensure that the Personnel Department is taking due care in case of 
contract labour employed by it to ensure that legal and statutory 
obligation like FPS / PF / ESI are taken care of. The Personnel 
Department should maintain proper attendance record in respect of 
the contract labour and should obtain copies of monthly PF / ESI 
challans from the contractor. 

• Check that the various licenses like the Factory license / license under 
the Contract labour (abolition + regulation) act 1970 / license for 
storage of inflammable and hazardous chemicals etc. are renewed in 
time. 

• Ensure that the various provisions of industrial and labour laws such as 
The Apprentices Act / Factories Act / Payment of wages Act/ Minimum 
wagesActetc.aredulytakencareof. 

• Ensure that proper attendance / leave records are maintained by the 
Personnel Department is respect of all the workmen / staff / officers/ 
managers /higher management. 

• Check the leave / attendance record of employees (register /punch 
card/ computerised attendance printouts) to ensure that there are no 
irregularities. Comment on the irregularities, if any, observed. 

• Examine the agreement with the Union and ensure that the terms and 
conditions as agreed to by the parties to the agreement are duty 
complied with. Examples : Incentive scheme, loan / advance scheme, 
facilities, attendance procedure, leave procedure , festival advance , 
canteen / tea, transport, uniform, production etc. Further check the 
various schemes linked to production / output to ensure that the 
payment under various incentive schemes are made strictly as per the 
laid down productivity linked / incentive scheme. 

• Ensure that the system installed at various locations to mark the 
attendance (in/out) are working properly and are giving consistent 
results. 

• Check the record relating to attendance / leave including a cross 
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verification of data and ensure that the methods and procedure for 
recording of attendance / leave are sound and sufficient internal 
controls exist. Point out the lacunae / weakness in the internal control 
system. 

• In case of productivity linked schemes it ensure that there is a proper 
system to record and measure the quantity / quality / output of each 
employee. 

• Check whether the consent letters have been obtained from the State 
Pollution Control Boards in respect of air/ water. 

Types of Research 

On the basis of the emphasis laid on any analysis of information, data 
research has been classified as basic or pure and applied. It is basic or pure 
when it is designed to bring about an understanding of a phenomenon for its 
own sake - for the sake of understanding alone. Such research is most likely to 
emphasize complex relationships and analyses. Applied or operational 
research, on the other hand, stresses the need for a clear and practical 
explanation of a phenomenon, so that It can be made use of in the everyday 
affairs of life. An analysis of data provides the basis for generalizations and 
conclusions. Applied research, moreover, includes what is widely described as 
Research & Development (or R & D), which involves efforts to prove or improve 
the usefulness and applicability of new products, processes and practices. 

All analytical research is needed to provide the theoretical framework 
and background on which, or against which, total knowledge and operational 
practices can be based or judged. Such research is basically descriptive; that 
is, it reports on what was or is rather than on why. 

Objectives of Personnel Research 

Research is a multipurpose tool which is used to help solve a variety of 
organizational problems. The concept of research can be applied to all 
organizational studies, be they large or small, descriptive or analytical, major or 
minor, broad or narrow in perspective, dimension and scope. In fact, it is useful 
for everyone who is concerned with personnel problems - labor, management, 
the general public, governmental agencies and consumers. 

Research is immensely valuable in developing more effective 
personnel practices. Surveys and analysis of the statistics of a company’s 
internal functioning, for example, are so vital to the effective operation of an 
enterprise that they are conducted almost as a matter of course. Research. 
Moreover, provides the most efficient relationships which otherwise might 
never have been observed or verified or which sometimes are discovered after 
decades. 


55 


Records, Audit and HHR Research 


More specifically, research is related to the following aspects of HR 
management, human relations and labor-management relations: 

Meaning and Characteristics 

Personnel research, according to Lucius, "is the task of searching for, 
and analyzing, facts to the end that personnel problems may be solved or 
principles and laws governing their solution derived ." 4 

In other words, research is purposive; that is, it seeks to answer specific 
questions and is not merely an accumulation of unstructured observations. It is 
objective; that is, it recognizes and limits bias and prejudice in every step of the 
process. It is systematic; that is, it begins with a comprehensive design or plan 
and the investigation is conducted in terms of that design. It is parsimonious; 
that is, it identifies methods and techniques for the solution of problems with the 
minimum cost. It is repeatable; that it can be used independently by several 
researchers at the same time. 

'Research' is different from 'casual observation' in that it uses systematic 
investigation and objective analysis instead of any casual or informal means. 
The essential characteristic of research is its method or point of view. Its other 
characteristics are: 

(a) It is a planned and designed investigation and analysis. 

(b) It is conducted in a systematic manner to check, verify or disprove 
clues, assumptions or hunches. 

(c) To measure and evaluate present conditions; 

(d) To predictfuture conditions events and behavioral patterns; 

(e) To evaluate the effects and results of current policies, programs and 
practices; 

(f) To provide an objective basis for a revision of current policies, 
programs and practices; 

(g) To appraise proposed policies, programs and activities; 

(h) To keep the management abreast of its competitors by replacing old 
products by new products, old techniques by new techniques and 
old organizational practices by new organizational practices; and 

(i) To discover ways and means of strengthening the abilities and 
attitudes of employees at a good or a high level and on a continuing 
basis. 

It is obvious, then, that the need for personnel research stems from the 
requirement of finding the most efficient manner of handling people related 
employment concerns. Research is the means of bringing about the "end- 
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stage" of improved performances. Its fundamental purpose is to improve the 
philosophy and practice of personnel administration and manpower 
management. 

Coverage of Personnel Research Area 

Research in manpower and human resources covers all those specific 
areas which are the subject matter of personnel administration. The scope of 
such research may vary from the very simply to the very complex, or from the 
short and inexpensive to the long and costly. Most studies reveal that the four 
most dominant areas of research are selection; training and development; 
attitudes and leadership; and measurement devices. 

The personnel researcher seeks to discover the basic relationships 
which may lead to improved personnel decision making in such areas as 
turnover, absenteeism, compensation levels and structure, job satisfaction, 
employee morale, assessment of managerial potential training effectiveness, 
grievance handling, labor relations and collective bargaining. 

Personnel research areas are often identified in terms of high or low 
appearance: selection, opinion measurement, training and development, 
appraisal, motivation, organizational effectiveness, managerial obsolescence, 
counseling and retirement. Managerial selection and development and general 
employee motivation have generally been identified as the two main human 
resources areas which are in the greatest need of additional research. 

Methods and Tools of Research 

Various methods and tools may be used in the conduct of personnel 
research. Of the various alternatives available, a choice has to be made of 
research designs. The general practice is to choose the technique which 
promises to yield quality with the least difficulty, effort and cost. Usually, the 
techniques/methods or tools which are available for research, are: 

(a) Historical studies; 

(b) Case studies; 

(c) Survey research; 

(d) Statistical studies; 

(e) Mathematical models; 

(f) Simulation; and 

(g) Field or action research. 

(a) Historical Studies: Past records and documents are systematically 
investigated, and interviews are conducted with former employees. Almost all 
big organizations maintain records of the various personnel problems - 
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absenteeism, turnover, accident rates, wage structures, etc. The essential 
feature of this method is its systematic investigation, utilizing an extended time 
span or longitudinal dimension. The main merit of this method is that it enables 
the researcher to make a thorough in depth investigation of key incidents or 
situations, while its demerit is that it is historical in nature and does not 
necessarily represent general conditions. 

(b) Case Studies: These consist of analytically investigating the 
relationships which are significant in a particular situation or set of 
circumstances. Although the precise meaning of the findings of a case study is 
limited to its unique past situation, a careful analysis and thoughtful 
generalization may be derived from it, which endows it with a broader 
significance and application. Individual case studies may lead to the 
formulation of general hypotheses which would be useful in laying a foundation 
for additional or more intensive future research. 

(c) Survey Research: In a survey research, attention is concentrated 
on the collection of original data by administering a questionnaire or conducting 
a structured interview. Certain research hypotheses are established and 
survey questions are designed to collect data. The correlation among observed 
phenomena, possible causes and related efforts is then computed and 
conclusions are drawn. This method is time consuming and costly and has 
been criticized on the ground that its application may emphasize the 
importance of the collection of data and not the importance of analyzing these 
data and formulating a theory on their basis. 

(d) Statistical Studies: These studies deal with the collection, 
analysis, classification and interpretation of mathematical data and quantitative 
information. They lay emphasis on the importance of quantification, 
mathematical manipulation and statistical inference. They may use averages, 
means, medians, and modes, measures of dispersion, trends, regressions and 
correlations. Their use is becoming increasingly widespread because of the 
development of high-speed modern electronic data processing equipment. 

(e) Mathematical Models: Mathematical models are generally used in 
research to explain the relationships among the variables that are to be 
examined. They help us to develop and test the designs and sequences of 
equations which tentatively describe the behavior of interacting variables in 
terms of mathematical notations. These mathematical models also help us to 
examine comparatively simple and extremely complex relationships and 
evolve decision rules of wide applicability. 

(f) Simulation: Computers have popularized designs which involve 
simulation. The process begins with the statement of a hypothesis. It is used to 
study problems of production and inventory control, of marketing, purchasing, 
hiring and training of personnel, and of collective bargaining. 
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(g) Field or Action Research: This method has been most effectively 
used in understanding group behavior in communities and working 
organizations. It involves difficult design problems, for the observer himself 
becomes a variable in the process of observation. This self involvement on the 
part of the researcher gives him new insights; and these are gained from an 
active interaction which would not have been possible under passive 
observation. 

Research Procedure 

A researcher has to follow a certain research procedure. In the first 
place, he has to define problem; that is, he has to determine the problem that is 
to be solved by constructing research design. He has then to state his 
objective; that is he has to determine the goal that is to be reached as a result of 
his research. He formulates and tests a hypothesis and collets data as a result 
of his observation of personnel and following the issue of a questionnaire and 
the holding of interviews. After the data have collected, he classifies analyses 
and interprets his informational, draws conclusions, makes generalizations, or 
develops new hypotheses. Finally, he prepares a formal report containing 
statements, tables, charts and other explanatory or illustrative material, and 
submits the results of his research to those for whom they are meant. 

Sources of Personnel Research Information 

The results of research projects, plans, findings and experiences are 
generally reported in a number of publications brought out by an organization, 
and in a number of other journals, technical or business magazines; they are 
also covered in seminar reports, conference proceedings and monographs, 
these publications can be classified into three categories: (a) those professing 
a major interest in the field of personnel and labor relations; (b) those having a 
specialized focus on one or more of these; and (e) journals .covering wider 
interests, which include reports on research in the manpower management 
area. 

Responsibility for Research 

The initial responsibility is that of the HHR department and HHR 
Manager who, however, should be assisted by line supervisors and executives 
at all levels of management. The assistance that can be rendered by trade 
unions and other organizations for example, educational institutions, private 
research groups and governmental agencies cannot not be ignored. 
Psychologists, sociologists, economists, mathematicians, and specialists in 
business administration, political science and other areas can be asked to 
assist /contribute. 

"The field of research requires the resources of several types of researchers 
and different kinds of tools. To seek answers through the methodology and 
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principles of a single specialty is to build upon a weak foundation. Rather, 
research calls for a cosmopolitan attitude and inter-disciplinary cooperation. 
The specialists who try to build a fence around all aspects of research do 
themselves and industry a serious disfavor." 5 


Challenges to Hr Audit in 
Hospital Administration in 21St Century 


ABOUT HR AUDIT : HR Auditing involves the regular and systematic 
examination of organizational practices and ccomplishments via 
organizational objectives, company policies, legal requirements, and 
professional standards. 1 Effective audits pinpoint the gaps between “what 
is” and “what should be” or “what could be.” By removing or reducing the size 
of the gaps, an organization can increase legal compliance, ensure 
conformance to established professional standards, and contribute to the 
quality improvement process. The audit typically involves a review of human 
resource policies and practices against established accounting standards 
and recommended practices. 

REVIEW OF LITERATURE : A number of studies picturised the issues in 
health care sector likeLebows.D.E (1 974)2 who suggested that in addition to 
measuring the patients subjective perceptions of care, the process, the 
structure, the utcome, the impact on patient should also be assessed in 
order to evaluate the quality of interaction between doctor and patient. 
Bhola. R.S., and Anand.T.R, (1978 )3 highlights the areas that need 
personal attention of hospital administrator. Knapp R.l. and Peppers L.G 
(1979)4 reported that many physicians are unable to meet patient needs at 
personal level because their training militates against their accepting a shift, 
no responsibility from “healer” to “consoler” role. Fried Man, H.S., Dimattco 
M.R. TarantaA(1 980)5 went to investigate the relationships between 
individual differences in non verbal expressions and factors of personality 
and social interaction in patient satisfaction and doctor's expressive ability. 
Desai.V.B (1984)6 elaborated the functions, principles and complexity of the 
hospitals. Eisendrath.S.J. LinkN Matt Hay, M. (1986)7 noted that an ICU has 
been considered as psychologically stressful environment. Rozmin A Jain 
(1 990)8 put forward the role of .management control system in achieving the 
objectives of the hospital. ShankaraRao.M (1992)9 advocated the current 
issue involved in hospital administration. Buetow&Roland(1 999)10 opined 
that clinical audit has traditionally low priority within the NHS in comparison 
with research. Kara Hanson and William Jack (2007)11 depicted that human 
resource problems are impeding progress towards global health targets. 
Simons Kelsey and Jankowski Thomas (2008)12 depicted the factors 
influencing nursing home social workers' intentions to quit employment. 
Jha.S.K (2013)13 suggested that the management has to recognize the 
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important role of Human Resource Department in order to successfully 
steer organizations towards profitability. The various findings of the past 
studies paves way for better understandability in the concept of Human 
resource in Healthcare sector. This would enrich the present study with a 
unique perspective, clearthought and dimension. 

SCOPE OF THE STUDY : The purpose of the HR Audit in hospitals is to 
conduct more in depth analysis of the HR function to identify the areas of 
strengths and weaknesses and where improvements may be needed. 
Conducting an audit involves a review of current practices, policies, and 
procedures, and may include benchmarking against other established 
hospitals of similar nature. 

Areas that should be audited include: 

• Hiring/staffing/recruiting 

• Talent benchmarking/assessment/selection 

• Compensation design & management 

• Benefits management & administration 

• Policy creation, maintenance and governance 

• Communications and education 

• Retention and terminate analysis 

• Workforce and succession planning 

• Employee relations 

• Staff & leadership development 

• Lega compliance 

• Record-keeping 

• Health safety and security etc 

SIGNIFICANCE OF HR AUDIT : Legislation affecting all aspects of Human 
Resources is constantly evolving and the legal ramifications of 
noncompliance impact the HR department, the organization, and its 
employees. An HR Audit can help to ensure legal compliance while 
measuring the effectiveness of HR programs. There are many reasons why 
an HR Audit should be conducted, and the results can be used for multiple 
purposes. At a minimum, the results of an audit help the hospitals : 

• To determine what needs to be done, how these changes will 
impact the bottom line of the hospital, how to prioritize problem 
areas in terms of significance. 

• To clarify desired practices of HR work and roles within the 
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hospital. 

• To establish a baseline for future improvement in the hospital. 

• To evaluate current effectiveness of the hospital. 

• To standardize practices across multiple sites within a 
department or hospital. 

• To assess current knowledge and skills required of HR 
practitioners. 

• To improve performance levels to the stakeholders of the 
hospital. 

Therefore HR Audit is a service offering designed to allow an adult 
acute hospital to discern to root causes of the gaps between current HR 
service delivery and those of a fully strategic HR function. The audit comes 
with an annual guarantee of improvements to: 

• Perception of HR service by Staff level customers 

• Perception of HR service by Management customers 

• Perception of HR service by Senior Leadership 1 

As well as improving service, the HR Audit is designed to ensure 
that post-audit, HR's will have an enhanced ability to be responsible for, and 
drive improved outcomes in, the following areas: 

• Physician engagements alignment 

• Reductions in avoidable days & delays in care 

• Reductions in premium pay & agency staff utilization 

• Improved scheduling practices 

• Heightened employee engagement 

• Improved Recruiting cycle times & reduced vacancy rates 

• Heightened benefit alignment with cost control 

• Ensuring the effective utilization of the hospital's human • 
resources 

• Reviewing compliance concerns with a myriad of • 
administrative regulations 

• Instilling a sense of confidence in management and the human 
resources function 

• Maintaining or enhancing the hospital's and the department's 
reputation 

• Performing “due diligence” review for shareholders or potential 
investors/owners 

• Establishing a baseline for future improvement for the function 
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APPROACHES TO HR AUDIT IN HEATH SECTOR : The following 
approachesare adopted in hospitals for purpose of evaluation : 

Comparative approach : In this, the auditors identify competitor 
hospital as the model. The results of their hospitals are 
compared with other hospital / industry. 

Outside authority approach : In this, the auditors use 
standards set by an outside consultant as benchmark for 
comparison of own results. 

Statistical approach : In this, Statistical measures are 
performance is developed considering the hospital's existing 
information. 

Compliance approach : In this, auditors review past actions to 
calculate whether those activities comply with legal 
requirements and industry policies and procedures. 

Management by objectives (MBO) approach : This approach 
creates specific goals, against which performance can be 
measured, to arrive at final decision about hospital's actual 
performance with the set objectives. 

CHALLENGES TO HR AUDIT : Challenges to administrative abilities have 
come from the health field as well as from the public : 

• Business and professional leaders who were initiated into the 
hospital scene as trustees of voluntary hospitals. 

• Large medical staff of today's hospital and who are especially 
concerned about the facilities and services available for the case 
of their parents. 

• Professional organisations which prescribe various standards of 
hospital operation while granting approval to the hospitals. 

• Academicians who are concerned about matching what they 
teach with the requirements of the patients and hospital 
administrations; and 

• Labour demanding standards of employment and working 
conditions at least equal to if not better than those prevailing in 
other industries. 2 

The present special problems for small and rural hospitals whose 
difficulties in attracting resources, keeping up to date with advances in 
medical technology and maintaining financial viability raise questions about 
their future survival and how they should relate to larger institutions offering 
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the specialized service that they are not able to provide. 

Another challenge for hospitals concerns ethical issues, including 
those related to termination of life support services, nutrition and hydration 
for terminally ill patients, care for unsponsored patients, and allocation of 
resources to expensive and contested medical procedures such as artificial 
heart transplantation. 

However as hospital affairs grew more complicated, some boards of 
trustee choose men and women from other related fields as administrators 
gradually. Skilled administration has come to be recognized as vital for the 
effective functioning of the hospital in its efforts to fulfill its greater 
responsibilities to the community, to the health field and in its need to adjust 
to varying social and economic changes. 

Ever changing and advancing medical technology with commitment 
to professional development and awareness in the community has brought 
great challenges in hospital administration in this era. To keep pace with the 
changing environment in 21st century, the role of hospital administration 
faces challenges such as: 

o understanding the health system operating in the country, 

o greater involvement of professional experts and public in 
hospital affairs, 

o increasing demands and expectations on hospitals but 
decreasing resources, 

o a balance has to be maintained, 

o Dealing with conflicting demands of people they serve, health 
professionals they employ, the providers of the funds and the 
legislators. 14 

CONCLUSION 

Hence, hospital administration will always be under tremendous 
pressure to keep pace with changing times and rising expectations of the 
society. It has to develop new skills and also to apply the old skills in the new 
situation. The hospital administration in 21st century has to be visionary, 
must be able to foresee the challenges and to take appropriate decisions to 
overcome these. 
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CHAPTER 


Recruiting, Selecting 
and Planning HHR 



Management is doing things right; leadership is doing the right things. 

- Peter Drucker 


The Recruitment Team 

The Recruitment Team provide a service that ensures that the medical 
or educational facility recruits the highest caliber of staff possible in a timely 
and efficient manner, which in turn helps the institution to provide the best 
possible levels of care to their patients or the medical students. 

1. Carry out a SWOT analysis for recruitment. SWOT analysis. 

SWOT stand for Strength Weaknesses Opportunities Threats. This 
analysis will be used to : 

I Formulate strategies regarding recruitment 

I Decision-making 

I Analyze competition 

I Analyze the scope of the organization 

2. STRENGTHS: High skilled clinical staff 

a. Reputation 

b. Advanced technology 

c. Generally, the recruitment procedure is completed within a few days 

d. Cost advantage: Both Internal and External sources are used. 

3. WEAKNESSES : Huge recruitment cost 

a. Huge investment of time 

b. High vacancy rate (for nurses) 

c. Huge employee turnover 
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4. OPPORTUNITIES : 

a. Go for Campus recruitment 

b. Tie up with recruitment agencies. 

c. Use New technology such as search engines. 

d. New market and services. 

5. THREATS: 

a. Increasing number of private hospitals 

b. High vacancy rate for nurses 

c. Long absenteeism of nursing department staff 

6. Recommendations 

a. Implement motivational activities 

b. Flexible work time 

c. Internal referrals whereby employees rope in their friends and 
acquintances 

d. Use of various combination of recruitment methods 

What does Recruitment comprise of? 

The HHR teams recruitmental role is varied and broadly 
encompasses the following activities 

1. Serving as a first point of contact for enquiries from applicants 
and prospective applicants alike; 

2. Central management of the application process; 

3. The advertising of vacancies in newspapers or magazines 

4. Providing expert advice in support of and regulation to a 
departments recruitment activities and 

5. Second tier central administration of reference checks. 

Variation in the standard recruitment process : 

For example with a senior appointment or for non-departmental 
specific recruitment (e. g. senior appointments, Health Care Assistants or 
volunteers) the Department may manage the process through a central 
model of recruitment, giving HHR responsibility for scheduling, 
communication with candidates and the coordination of pre-employment 
checks. For selected vacancies, senior members of the team will also form 
a part of the interview panel. 
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The team are also actively involved in trying to build links with local 
community, through work with partnership organizations like consultants 
or medical camps and through activities oriented towards engaging young 
people (including the facilitation of work experience placements, on-site 
activities for schools/colleges and attendance at careers fairs) . 

Manpower planning & recruitment (See below Chapter on Manpower 
Planning) 

Starts with Requisition form from the departments. In this form the 
Departments requisite the person wanted and justify the necessity for the 
same. This justification is important as it puts a tab on unnecessary 
expenses. Should the HHR feel that the Department is adequately staffed 
or some other Department is excessively staffed and someone from there 
could be transferred to the department having the vacancy thus saving on 
additional costs. 

The requisition form contains : 

1. Department 

2. Designation 

3. Nature of the vacancy 

4. Number of posts 

5. Reasons for job vacancy 

6. Description of position (duties, responsibilities involved. Person 
specification (education, experiences) 

Recruitment Process : 

1. Receives application. 

2. Sort them 

3. Shortlist the applicants. 

4. Invite them for interview. 

5. Interviews the candidates. 

6. Evaluates the best candidates 

7. Select the candidate 

8. Salary and grade fixation 

9. Offer the job 


10. Medical check up. 
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The hospitals should provide package on the basis of both 
Qualification Experience 

7. How to attain speed in recruitment? 

A. Campus recruitment 

B. Tie up with recruitment agencies 

C. Contract with its channel partners 

D. Internet recruitment. 

E. Employee referral scheme 

Health Human Resource Planning (HHRP) 

Human resource planning of health workers is an important aspect 
of human resources management that combines three important activities: 
identifying and acquiring the right number of people with the proper skills, 
motivating them to achieve high performance and creating interactive links 
between business objectives and people planning activities. In order to 
address the staffing gaps and ongoing workforce shortages in the health 
sector, there is need to deliberately focus on sound human resource 
practices as health workers are a key human resource required to save lives. 
Without proper planning of this key resource, our health care systems will 
deteriorate . 1 

The purpose of Health Human Resource Strategic Planning is to 
guide the hospital in proper planning, development, management and 
effective utilization of human resource. The Plan focuses on improving the 
following key strategic areas: human resource planning; policy 

development capacity; education, training and development; workforce 
management and utilization; partnership among key stakeholders; research 
and development; promotion of adequate financing and strengthening of 
leadership and stewardship in executing responsibilities related to 
management of human resource for effective services . 2 

HHRP seeks to place the right employees in the right jobs at the right 
time, so that an organization can meet its objectives. HHRP tries to 
forecast personnel demand, assess supply and reconcile the two in a 
systematic manner. The purpose of this chapter is to give a clear view of 
the process of human resource planning as it is currently practiced in most 
organizations. 

Stainer defines planning as "Strategy for the acquisition, utilization, 
improvement, and preservation of an enterprise’ s human resources. It 
relates to establishing job specifications or the quantitative requirements of 
jobs determining the number of personnel required and developing sources 
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of manpower. " 

According to Wickstrom, human-resource planning consists of a 
series of activities, viz. 

a. Forecasting future manpower requirements, either in terms of 
mathematical projections of trends in the economic environment 
and development in industry, or in terms of judgmental 
estimates based upon the specific future plans of a company; 

b. Making an inventory of present manpower resources and 
assessing the extent to which these resources are employed 
optimally; 

c. Anticipating manpower problems by projecting present resources 
into the future and comparing them with the forecast of 
requirements to determine their adequacy, both quantitatively 
and qualitatively; and 

d. Planning the necessary programs of requirement, selection, 
training, development, utilization, transfer, promotion, moti 
vation and compensation to ensure that future manpower re 
quirements are properly met. 4 

Thus, HRP is the process of determining employee requirements 
and the means for meeting those requirements in order to carry out the 
integrated plan of the organization. This planning cannot be rigid or static; 
it is amenable to modification, review and adjustments in accordance with 
the needs of an organization or the changing circumstances. 

Human resource planning is a double edged weapon. If used 
properly, it leads to the maximum utilization of human resources, reduces 
excessive labor turnover and high absenteeism; improves productivity and 
aids in achieving the objectives of an organization. On the negative side it 
could lead to disruption in the flow of work, lower production, less job 
satisfaction, high cost of production and constant headaches for the 
management personnel. Therefore, for the success of an enterprise, 
human resource planning is a very important function, which can be 
neglected only at its own peril. It is as necessary as planning for production, 
marketing or capital investment. For an individual it is important because it 
helps him to improve his skills and utilize his capabilities and potential to 
the utmost. For an organization, it is important because it improves its 
efficiency and produc tivity. It is only through initial human manpower 
planning that capable hands are available for taking leadership positions in 
the future. 

The objective of human resource planning is to maintain and im 
prove the organization's ability to achieve its goal by developing strategies that 
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will result in optimum contribution of human resources. 

For this purpose, Stainer recommends the following nine strategies 
for the planners 5 : 

1. they should collect, maintain and interpret relevant information 
regarding human resources, 

2. they should report periodically manpower objectives, 
requirements and existing employment and allied fea tures of 
manpower; 

3. they should develop procedures and techniques to determine the 
requirements of different types of manpower over a period of time 
from the standpoint of organization's goals: 

4. they should develop measures of manpower utilization as 
component of forecasts of manpower requirements along with 
independent validation; 

5. they should employ suitable techniques leading to effective 
allocation of work with a view to improving manpower utilization ; 

6. they should conduct research to determine factors hampering the 
contribution of the individuals and groups to the organization with 
a view to modifying or removing these handicaps; 

7. they should develop and employ methods of economic 
assessment of human resources reflecting its features as 
income-generator and cost and accordingly improving the quality 
of decisions affecting the manpower; 

8. they should evaluate the procurement, promotion and retention of 
the effective human resources; and 

9. They should analyze the dynamic process of recruitment, 
promotion and loss to the organization and control these 
processes with a view to maximizing individual and group 
performance without involving high cost. 


Why Plan Human Resources for Health ? 

Today’ s workforce is the result of a great many decisions, big 
and small, taken by many different persons or institutions over the past 
40 or more years, many of these decisions were unwise. /4s a result, 
health system managers are now often confronted with ■ 

Too many health workers in some occupations, too few in others, 
and in some countries, substantial numbers of trained but unemployed 
or under-employed health personnel. Problems such as these can 
severely distort the health system, reduce productivity and result in low 
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morale. Rather surprisingly, the tendency in many countries is to train 
more doctors than can be usefully employed, given available resources, 
and too few of the middle level technical and nursing personnel that can 
make doctor-time productive. 

Workers with inadequate or inappropriate training for the jobs 
they are expected to do. This is especially true in the middle- and 
lower-level categories. Small 2 armies of poorly trained and supervised 
support personnel reduce the productivity of the whole system. 

A poor functional distribution of the workforce. A good example is 
the case of countries with too many medical or surgical specialists. 
Specialists seek and find patients with specialized problems, do costly 
specialized procedures, require costly specialized equipment, and tend 
to drive the health system toward urban and hospital-based care. 

A poor geographic distribution of the workforce. Virtually all 
countries have far higher health worker-to-population ratios in the large 
urban centers than in small towns and rural areas, despite a wide variety 
of programs to reduce the geographic imbalance. 

The political necessity of hiring more workers than can be 
reasonably afforded, resulting in low salaries, poor productivity, high 
turnover, and/or inadequate funds for the non-personnel portion of the 
budget. Looking to the future, many countries face severe economic 
constraints on health system growth, and some are trying to implement 
health sector reform, often by shifting more health services towards the 
private sector. Since health personnel typically account for at least two- 
thirds of all health costs, decision makers must look to the longer range 
economic and service consequences of decisions affecting workforce 
supply, requirements and deployment. 

Why Plan Human Resources for Health?, Thomas L. Hall, MD, 
Dr PH Dept, of Epidemiology and Biostatistics University of California 
School of Medicine. 


Responsibility for Planning 

Health Human resource planning is the responsibility of the hospital 
HR department. This task is a combination of the HHR department, the top 
management and the team of heads of different departments. The overall 
responsibility, however, lies with the Board of Directors because these 
members are in a position to direct the future course of business, set 
appropriate goals for the manage ment concerned in the formulation of 
personnel policies. The HHR department's responsibility is to recommend 
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relevant personnel policies in respect of planning, devise methods of 
procedure, and determine the quantitative aspects of planning. There are 
numerous responsible persons who in the end decide over the HRP. Both 
the line and the staff manager play a crucial role. The line manager is 
responsible for estimating man power requirements. For this purpose, he 
provides the necessary information on the basis of the estimates of the 
operating levels. The staff manager provides the supplementary information 
in the form of records and estimates. The staff manager is expected, to 
report about manpower utilization in the present and the past, provide help 
and advice managers on the assessment of manpower utilization and also 
develop sources of information and techniques for purposes of comparison, 
administer the procedure of forecasting or objective setting; present the 
overall forecasts of departmental managers and advice line managers on 
forecasting techniques. Human resource planning is practically useful at 
different levels. 

Effective HHRP 

Since human resource is important corporate asset HHRP is a 
forward looking function. It therefore tries to assess human resource 
requirements in advance, keeping the Clinical schedules, market 
fluctuations, demand forecasts, etc. in the background. The human 
resource plan is subject to revision, of course, and is tuned to the 
requirements of an organization from time to time. It is an integral part of 
the overall corporate plan and reflects the broad thinking of management 
about manpower needs within the organization. The focus of the plan is 
always on getting right number of qualified people into the organization at 
the right time. To this end, human resource plans are prepared for varying 
time periods, i. e. , short term plans covering a time frame of 1-2 years and 
long term plans encompassing a period of 5 or more years. 

Robert Wagner, Svatopluk Hlavacka, Ljuba Bacharova, found 
statistically significant relationships between ownership of a workforce plan 
and the degree of priority given to having a quick, efficient and cost effective 
recruitment and selection system and, not surprisingly, the degree of priority 
given to ensuring that the human resource department has a workforce plan. 
(Hospital human resource planning in Slovakia, Journal of Management in Medicine, Vol. 14lss: 
5/6, pp. 383 -405) 

Their study evidence also indicated that, although the human 
resource staff in hospitals seem to be aware of their role in assisting hospital 
management in decision making, the human resource function in the Slovak 
hospitals still rather resembles that of a personnel administration than that of 
an important strategic human resource activity. The same can be true 
elsewhere. 
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Objectives 

HR planning is required to meet the following objectives: 

I Forecast personnel requirements: HR planning is essential to 
determine the future manpower needs in an organization. In the 
absence of such a plan, it would be difficult to have the services of 
right kind of people at the right time. 

I Cope with changes: HHR planning is required to cope with changes 
in market conditions, technology, products and government 
regulations in an effective way. These changes may often require 
the services of people with the requisite technical knowledge and 
training. In the absence of an HHR plan, we may not be in a 
position to enlist their services in time. 

I Use existing manpower productively: By keeping an inventory of existing 
personnel in an enterprise by skill, level, training, educational 
qualifications, work experience; it will be possible to utilize the 
existing resources more usefully in relation to the job requirements. 
This also helps in decreasing wage and salary costs in the long run. 

I Promote employees in a systematic manner: HR planning provides 
useful information on the basis of which management decides on 
the promotion of eligible personnel in the organization. In the 
absence of an HHR plan, it may be difficult to ensure regular 
promotions to competent people on a justifiable basis. 

HHR Planning Component 

The plan can be broken down into three components: 

(i) Forecasting estimating future needs and stock taking of available 
resources in the organization; 

(ii) Recruitment plan, to meet the gap between the internal resource 
and estimated need by external recruitment; 

(iii) Training and Development plan to utilize fully the human 
resources of the organization and to develop the potential 
resources. 

In practice it has been found that short-term (under 2 years) -and 
medium-range plans (2 to 5 years) are easier to formulate with greater 
degree of certainty. The chart below summarizes factors related to two 
major forms of human resource planning. 
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Three Ranges of Manpower Forecasting 



Short Range 
(0-2 years) 

Intermediate 

Range 

(2 to 5 years) 

Long-range 
(beyond 5 years) 

Plan demand 
for Internal 
Labor Supply 

Authorized expansion, 
technological changes; new 
legislation; Employee turnover; 
layoffs Departmental, divisional 
roasters; promotions, expected 
losses; quits, death; 

Operating needs from 
budgets or Plans. 
Expansion or Contraction 
or Adjustments. Merger 
or acquisition plans; 
managerial and 
supervisory development 
Programs. 

Geographical capacity: 
size of the organization 
and system; product 
lines; services offered; 
load anticipated Changes 
in environment 
and technology 
essentially Judgmental. 
Labor saving equipment, 
efficiencies, 

Productivity, etc. 
Management 
expectations of 
changing characteristics 
of employees and 
future available 
man power. 

Supply of 

Labour: 

External 

Area employment levels; 
Number of employees needed. 

Labor Market projections, 
business development 
plans, general 
institutional plans to hire. 

Management 
expectations of future 
conditions affecting 
immediate decisions. 


Short Range Analysis 

The parameters of short range forecasting usually are fairly well defined. They 
are handled in the normal course of budget preparation and require simple 
arithmetic calculations. 

They usually grow out of normal budgetary processes and are key steps in the 
short-term forecasting, planning process. 

Long Range Analysis 

Long range planning is more complex and is dependent upon 
mathematical and statistical models, as knowledge of demand variables and 
appropriate measurement techniques. 

Forecasting techniques: Two general kinds of forecasting techniques 
are used: indirect and direct methods. Indirect methods involve the forecasting 
of general rules - patient figures, for example - that must be translated into 
specific requirements or measures- Direct techniques involve the use of 
methods of estimate ( directly) labor hours, number of supervisors or particular 
occupational needs. 

Aggregate models are based on several key variables that are known to 
directly affect the organization's overall human resource needs. Every 
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organization has special characteristics or problems, and a planner can use an 
aggregate model to get the big picture. These models may apply to a 
geographic region or to the overall system. Estimates techniques models are 
used for situations where circumstances make it difficult to use mathematical or 
statistical approaches. Here expert opinion and experience are used. The 
volume of future activity of business conditions, including legislation, change, 
innovation, or competition — situations that are almost impossible to qualify — 
can provide workable answers to problems. 

1. Expert forecasts : In this method, managers estimate future human 
resource requirement using their experiences and judgments to good 
effect. 

2. Trend analysis : HHR needs can be estimated by examining past trends. 
Past rates of growth can be projected into the future or employment 
growth can be estimated by its relations with a particular index. To 
proceed systematically, human resource professionals generally follow 
a numberof steps. 

This is how a Plan is made 

A. Involving the Departments: After estimating what the future 
organization structure should be and in drawing up the forecast, requisitions 
can be obtained from different departments. Vacancies occurring in any 
department are to be notified in writing by different department heads to the HR 
department, stating clearly the number of vacancies to be filled, job or category 
wise types of healthcare workers needed, their technical qualifications and 
experience, and the reasons for their acquisition i.e., whether for replacement 
or addition); a statement of duties, types of jobs, pay scales, age, and previous 
experience should also be made. Requisitions should be based on accurate 
job specifications by first line supervisors. They should, as far as possible, be 
clear cut about the exact demands of a job. (See sample manpower requisition 
below)These are the steps: 

1. The HHR Department/Director must first decide on a plan period, 
i.e., the time span for which the plan is to be made. A plan period of 
less than three years is also practiced in many companies. Ideally 
the process of recruitment, training and placement often takes three 
or more years. 

2. Having decided on the time span, it should be seen that it runs that 
period. Only then can the plan be kept realistic and functioning. 

3. The plan should be worked out in sufficient detail. Its 
implementation should be evaluated and controlled properly. This 
requires a great deal of tenacity, persistence and vigilance on the 
part of HHR managers. 
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4. Every component of the plan has to be compatible with policies 
regarding recruitment, promotion, termination, inter-departmental 
transfers, retirement and training. Policy formulation is an essential 
prerequisite for manpower planning. Since the plan has to be put 
into operation it has to be realistic and therefore whatever is not 
feasible should be excluded. 

5. For every part of the plan allowances should be made for lead time; 
otherwise the result will be adversely affected. A balance between 
conflicting requirements of standards and time available has to be 
achieved. In other words, practicability has to be given precedence 
over perfection. 

6. Finally, the paramount consideration should be to make the plan an 
integral part of the corporate plan it has to mesh with plans in other 
functional areas. 

After making adjustments for wastage, anticipated and expected losses 
and separations, the real shortage or surplus can be found out. In case of a 
shortage, efforts are made to meet it either by new recruitment or promotion 
from within, or by developing the existing staff. If there is a surplus, it is to be 
decided how it will be dealt with, i.e., whether there should be transfers, lay-offs, 
retrenchment (terminations) or reduction in the hours of work of all. 

Under estimating the quality and number of the employees required 
would lead to shortfalls in performance, while overestimation would result in 
unnecessary costs to the organization. It may be noted that for purposes of 
manpower planning, the main dimensions to be taken into consideration are: 

1. The total number of personnel available, this could be obtained from 
the pay-rolls and other personnel records such as the applications 
for employment. The total number has to be classified on some 
basis, such as manual workers (i.e., daily-rated, weekly-rated or 
monthly-rated); clerical employees, managers and other 
executives; specialists and skilled and unskilled workers; sex-wise 
distribution, etc. 

2. A detailed job-description for each position such as stenographers 
who may belong to various departments e.g., finances marketing, 
personnel, public relations, general administration, etc. 

3. Age distribution of the employees, available in the present 
departments, says in the age-groups 20-29 years; 30-45 years; 46 
years and above. 

4. qualification and experience desired, such as a person with 5 years 
10 years experience in a particular branch/job; and whether under- 
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graduate, post-graduate, or graduates in Science, nursing or 
professional diploma holders, etc; or with specialized knowledge in 
various clinical areas. 


Manpower Requisition Form 


Name - Department & Designation 

Current manpower in 
same category 

Whether due to new appointment 
or replacement 

Number of Manpower Required 


JustificationDepartment 


Qualification Requirement 

Yrs. of past experience- 

Preferred Industry Experience 


Current Status 

Plan for filling up vacancy- 

Job Responsibilities 

Alternate 

VerticalReporting 


Subordinates 


Pay Package/Other perks 


Targets / MIS 


Signature Of Departmental head 


Signature Of Human Resources head 


Approval of COO /Dean/Medical 
Superindent 



B. Skills Inventory : Once the future human resource needs are 
estimated, the next step is to determine the present supply of manpower 
resources. This is done through what is called “skills Inventory”. Askill Inventory 
contains data about each employee's skills, abilities, work preferences and 
other items of information which indicate his overall value to the company. 
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Skills Inventory Performa Personal Factors 


Name : 

Birth place 

Age : 

Occupation of parents Present address 

Sex : 

Present Address : 

Departments : 

Permanent address 

Marital Status 
Education and Training 
School attended with years 
Degrees Diplomas obtained 
Training Achieved 
Experience and Skills 

Telephone number (if any). 

Job areas 

Special skills (such as ability to 

Job titles 
Job Dates 

Additional Information 

Salary 

Grade 

Absenteeism record 

Supervisory responsibilities 

Disciplinary records 

Appraisal data 

Career Plans 

Any other information 


The above facts are usually recorded by an employee in some forms 
from which the information is fed into the data system. Other data 
pertaining to his performance ratings and his superiors’ evaluation of his 
potential for promotion may also be fed into the computer. The result may 
either be kept in a file (on CD or otherwise stored) containing information as 
to the number of employees in the organization, and other data about each 
employee, and an indication of his fitness for promotion. A specimen 
employee information card is given below. 
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Employee Information Card 

Employee No.: 

Address: 

Town : 

Dept. 

Code: : 

Position : 

Exp. Date : 

Employee Status : 

Regular/Part-time/Co-operative 

Shift : 

1/2/3 

Marital Status : 

No. of dependent children : 

Relatives in Company : 

Yes/No. Who? 

Union Membership (which one). 

Experience of skills 

Clerical/ Mechanical/ Sales/ 


Supervisory/ Others. 

Special Training : 

Departmental/On-the-job/ 


Vestibule : 


Accidents : 

Loss time 

Hospitalization 

Member of the Credit Society : 

Yes/No 

Absenteeism : 

Days...¥ 

Date 

Sign: 
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Some organizations do not compile a Skills Inventory but prepare 
Organization Charts to determine how many people, at what level, in what 
position and what kind of experience and training would be required to meet 
the objectives. These charts show a persons age, the number of years he 
has been in a particular position, and his fitness for promotion. These 
Charts or Skills Inventories help in determining and evaluating the quantity 
and quality of the present human resources of an organization. They tell us 
what exists in stock and what is needed to be added to that stock, taking 
into account the capability, qualifications, experience, skill, knowledge and 
promotional potential of employees. Some hospitals maintain a Manning 
Table, which lists all the jobs in the unit and the number of workers holding 
each job. Other Companies also use Employee Replacement Charts, which 
show the present performance position holder and the promotion potential of 
possible replacements. 

Once the present resources are determined, the HR department can 
estimate what changes will occur in the present labor force in the next few 
years, say 5 year. At the national level, it is generally done by the 
Government and covers items like population projections, program of 
economic development, educational facilities, occupational distribution, and 
growth, industrial and geographical mobility of personnel. HHR Planning is 
also used in the following institution levels: 

1. At the sector level, it may be done by the Government Central or 
State and may cover manpower needs of agricultural, industrial 
and service sector. 

2. At the industry level, it may cover manpower forecast for specific 
industries, such as engineering, heavy industries, consumer 
goods industries, public utility industries, etc. 

3. At the level of the individual unit; it may relate to its needs for 
various departments and /or various types of personnel. 

Job Analysis 

Developing an organization structure results in jobs which have to be 
staffed. While manpower inventory is concerned with telling "what 
employees can do," job analysis assesses what employees ‘‘are doing.” From 
job analysis, specific details of what is being done and the skills utilized in 
the job is obtained. Job analysis enables managers to understand jobs and 
job structures to improve to work flow or develop techniques to improve 
productivity. Human resource competency becomes key factor in public 
hospitals that needs an overall improvement. For achieving this aim, one 
has to follow the human resources performance measurement steps that 
comprises of preparing Activity Value Chain, Job Description, Job 
Specification, Job Performance Standard and Job Performance Scorecard. 1 2 3 4 
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Job Analysis terms are: 

Job: A job may be defined as a collection or aggregation of tasks, 
duties and responsibilities which as a whole, is regarded as a regular 
assignment to individual employees, and which is different from other assign 
ments. In other words, when the total work to be done is divided and 
grouped into packages, we call it a "job”. Each job has a definite title based 
upon standardized trade specifications within a job; two or more grades 
may be identified, where the work assignments may be graded according to 
skill, the difficulty of doing them, or the quality of workmanship. Further, a 
job may include many positions, for a position is a job performed by and 
related to a particular employee. 

Thus, it may be noted that a position is a collection of tasks and 
responsibilities regularly assigned to one person while a job is a group of 
positions which involve essentially the same duties, responsibilities, skill and 
knowledge. A position consists of a particular set of duties assigned to an 
individual. There may be, say, five persons, all of whom are classified 
under the same job; and yet each may perform a slightly different work. 
Therefore, each person would have a different position. It may be noted 
that while a job is impersonal the position is personal. 

Job Analysis: it is a procedure, by which pertinent information is 
obtained about a job, i. e. , it is a detailed and systematic study of inform 
ation relating to the operations and responsibilities of a specific job. Job 
analysis can be defined as the process of determining, by observation and 
study and reporting pertinent information relating to the nature of a specific 
job. It is the determination of the tasks which comprise the job and of the 
skills, knowledge, abilities and responsibilities required of the worker for a 
successful performance and which differentiate one job from all others. 

Job Description: it is a written record of the duties, responsibilities 
and requirements of a particular job. It is concerned with the job itself and 
not with the work. It is a statement describing the job in such terms as its 
title, location, duties, working conditions and hazards. In other words, it 
tells us "what is to be done" and ’ how it is to be done" and ’ why’ . It is a 
standard of function, in that it defines the appropriate and authorized 
contents of a job. 

Job Specification: it is a standard of personnel and designates the 
qualities required for an acceptable performance. It is a written record of the 
requirements sought in an individual worker for a given job. In other words, 
it refers to a summary of the personal characteristics required for a job. It is 
a statement of the minimum acceptable human qualities necessary for the 
proper performance of a job. 
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Job Design: It is the division of the total task to be performed into 
the manageable and efficient units, positions, departments and divisions 
and to provide for their proper integration. The sub-division of work is both 
on a horizontal scale with different tasks across the organization being 
performed by different people and on the vertical scale, in which higher 
levels of the organization are responsible for the supervision of more people, 
the coordination of sub groups and more complex planning. 

Developing a Human Resource Plan 

The HR manager should have a thorough knowledge of the labor 
market. Which particular source in the labor market will be tapped will 
depend upon the policy of the organization, the position of labor supply, the 
arrangements with labor unions and Government regulations. However, it 
is always safe for the HHR manager to be in close liaison with these 
different sources and use them as and when the need arises. 

In sum. It may be noted that all organizations - those that have a high 
labor turnover must systematically plan their short-term, medium term and 
long-term manpower needs. These requirements need periodic reviews and 
adjustments to meet changing conditions 

Job Analysis (JA) : After a job has been defined, it is analyzed, i. e. , 
each task is described in detail. JA is a procedure and a tool for 
determining the specified tasks, operations and requirements of each job. It 
is the process of getting information about jobs: specially, what the worker 
does; how he gets it done; why he does it; skill, education and training 
required; relationship to other jobs; physical demands; environmental 
conditions. In other words, it refers to the anatomy of the job. It is a 
complete study of job, embodying every known and determinate factor 
including the duties and responsibilities involved in its performance, the 
conditions under which the performance is carried on, the nature of the task, 
the qualities required in the worker and such conditions of employment as 
pay, hour, opportunities and privileges. It also emphasizes the relation of 
one job to others in the organization. 

Purpose and Uses of Job Analysis (JA) 

A comprehensive JA program is an essential ingredient of sound HR 
management. It is the major input to forecasting future human resource 
requirements, job modifications, job evaluation, determination of proper 
compensation and the writing of job descriptions. It is of fundamental 
importance to manpower management programs because of the wider 
applicability of its results. The information provided by JA is useful, if not 
essential, in almost every phase of employee relations. 

(I) Organisation and Manpower Planning- It is helpful in organizational 
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planning, for it defines labor needs in concrete terms and co 
ordinates the activities of the work force, and clearly divides 
duties and responsibilities. 

(ii) Recruitment, Selection- By indicating the specific requirements of 
each job i. e. the skills and knowledge it provides a realistic basis 
for the hiring, training, placement, transfer and promotion of 
personnel. Basically, the goal is to match the job requirements 
with a worker' s aptitude, abilities and interests. It also helps in 
charting the channels of promotion and in showing lateral lines of 
transfer. 

(iii) Wage and Salary Administration- By indicating the qualifications 
required for doing a specified job and the risks and hazards 
involved in its performance, it helps in salary and wage 
administration. Job analysis is used as a foundation for job 
evaluation. 

(iv) Employee Training and Management Development- Job analysis 
provides the necessary information to the management of training 
and development programs. HHR helps it to determine the 
content and subject matter of in house training. It also helps in 
checking application information, interviewing, weighing test 
results, and in checking references. 

(v) Performance Appraisal- It helps in establishing clear cut stand 
ards which may be compared with the actual contribution of each 
individual. 

(vi) Health and Safety- It provides an opportunity for identifying 
hazardous conditions and unhealthy environmental factors so that 
corrective measures may be taken to minimize and avoid the 
possibility of accidents. 

In sum, it may be noted that job analysis is a systematic procedure 
for securing and reporting the information which defines a job. It has many 
uses in HR management. It determines the qualifications required for a job; 
provides guidance in recruitment and selection; evaluates current 
employees for transfer or promotion; and establishes the requirements for 
training programs. It is used as a foundation for job evaluation and helps in 
employee development by means of appraisal and counseling; for 
establishing improved methods of analyzing problems of health, safety and 
fatigue; it functions as a guide in connection with discipline and grievances 
and as a basis for transfers, lay-offs as a basis of comparison of the pay 
rates obtaining in other organizations; and it establishes workloads and job 
assignments. It also helps in redesigning the jobs to improve operational 
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performance or to enrich job content and employee improvement. 
Managers may develop ways of giving their employees an increased sense 
of personnel accomplishment and control over themselves and their work. 

Jo Analysis produces four kinds of documentation and procedures 
that are crucial to personnel activities: i) Job descriptions; ii) Job 
specifications; iii) Job evaluation, and iv) personnel assessment. In turn, 
the procedures and documentation are basic inputs for diverse personnel 
functions. 

Contents of Job Analysis 

A job analysis provides the following information: 

i) Job identification: Its title, including its code number; 

ii) Significant characteristics of a job: Its location, physical setting, 
supervision, union jurisdiction, hazards and discomforts: 

iii) What work is performed: Specific operation and tasks that make 
up an assignment, their relative timing and importance, their 
simplicity/complexity, routine or complex, the responsibility or 
safety of others for property, funds, confidence and trust; . 

iv) Which materials and equipment a worker uses: Metals, plastics, 
machines, punch, presses and micrometers; 

v) How a job is performed: Nature of operation such as lifting, 
handling, cleaning, washing, feeding, removing, drilling, driving, 
setting up and many others; 

vi) Required personnel attributes; Experience, training, 
apprenticeship, physical strength, coordination or dexterity, 
physical demands, mental capabilities, aptitudes, social skills; 

Job Analysis is a Process for Obtaining Pertinent Job Facts 

• Job Specification 

• A statement of the human requirements for doing a job: Physical 
make up or Characteristics. 

• Job Description : Statement containing items such as: Job 
Identification job title, location, occupational code, alternative 
name in use, name of division, department and unit where it 
exists. 

• Duties performed (says what, how and why) 

• Personal characteristics of a job: also describes a worker's 
responsibilities in regard to custody of money, supervision of 
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other workers, (including of subordinates: how many persons, 
their responsibilities. 

• Supervision given/taken 

• Nature sex, age. education, language, ability to read, write and 
speak. 

• Job hierarchy. 

• Machines, tools, equipment: what type of tools/ equipment 
material and forms used. 

• Conditions of work/Location — factory . office/ inside 
outside/overhead/underground/solitary/ gang; /shifts — day. 
night, overtime, peak loads, uniformity of work; Posture 
standing, sitting, slopping, clinging, walking, reaching, lifting; 
Speed — quick, moderate, slow; Accuracy — coarse, fine, 
exacting; Health hazards — ventilation, illumination, nerve strain, 
eye-strain, physical strain, moisture, heal, dust, humidity, 
fumes, acids, exposure to such disagreeable conditions such as 
dirt, noise, etc. 

• Hazards (accident hazards). 

• Job relationship: Experience required. Opportunities for 

advancement, patterns of promotions, essential cooperation, 
direction, or leadership from and for a job. 

The Steps in Job Analysis 

There are five basic steps required for doing a job analysis, viz. 

Step 1 : Collection of Background Information. The makeup of a job, 
its relation to other jobs and its requirements for competent performance are 
essential information needed for a job evaluation. This information can be 
had by reviewing available background information such as organization 
charts (which show how the job in question relates to other jobs and where 
they fit into the overall organization) ; class specifications (which describe 
the general requirements of the class of job to which the job under analysis 
belongs) ; and the existing job descriptions (which provide a starting point 
from which to build the revised job description. 

Step 2 : Selection of Representative Position to be Analyzed : Since 
the analysis of all jobs would be time consuming, flow representative 
positions should be analyzed. 

Step 3: Collection of Job Analysis Data: Data on features of the job, 
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required essential employee qualifications and requirements, should be 
collected either from the employees who actually perform a job or from other 
employees (such as foremen or supervisors) who watch the workers doing a 
job and thereby acquire knowledge about it; or from the outside persons, 
known as the trade job analysts who are appointed to watch employees 
performing a job. 

The duties of such a trade job analyst are : 

1) to outline the complete scope of a job and to consider all the 
physical and mental activities involved in determining what the 
worker does. For this purpose, he studies the physical methods 
used by a worker to accomplish his task (including the use of 
machinery, tools and his own movements and necessary mental 
facilities) ; 

2) finds out why a worker does a job; and for this purpose he 
studies why each task is essential for the overall result; and 

3) the skill factor which may be needed in the worker to differentiate 
between jobs and establish the extent of the difficulty of any job. 

Step 4: Developing A Job Description: The information collected is 
to be developed in the form of a job description. This is a written statement 
that describes the main features of the job, as well the quali 
fications/activities which the job incumbents must possess. 

Step 5: Developing Job Specification: The last step is to convert the 
Job Description statements into Job Specifications, i. e. , to specifically 
mention what personal qualities, traits, skills and background is necessary 
for getting the job done. 

Techniques of Job Analysis Data 

The determination of job tasks, the concommitant skills and abilities 
necessary for successful performance and the responsibilities inherent in the 
job can be obtained through such methods or approaches as the following : 

(i) Personal observation; (ii) Sending out questionnaires; (iii) 
Maintenance of log records; and (iv) Conducting personal 
interviews. 

(I) Personal Observation: The materials and equipment used, the 

working conditions and probable hazards, and an understanding 

of what the work involves are the facts which should be known by 

an analyst. Direct observation is especially useful in jobs that 

consist primarily of observable physical ability, like the jobs of 
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ward boys, operating nurses, biochem or pathological analysis. 

(ii) Sending out Questionnaires: Properly drafted questionnaires are 
sent out to job holders for completion and are returned to 
supervisors. However, the information received is often 
unorganized and incoherent. 

The idea in issuing questionnaire is to elicit the necessary 
information from job holders so that any error may first be 
discussed with the employee and, after due corrections, may be 
submitted to the job analyst. 

(iii) Maintenance of Log Records: The employees maintain a daily 
diary record of duties they performs, marking the time at which 
each task is started and finished. But this system is incomplete, 
for it does not give us any desirable data on supervisor 
relationship, the equipment used, and working conditions. 
Moreover, it is time consuming. 

(iv) Personal interviews may be held by the analyst with the employ 
ees, and answers to relevant questions may be recorded. But 
the method is time consuming and costly. 

However, it may be noted that the personal observation and 
interview approach are more or less complete and accurate. If a particular 
job is simple and repetitive, observation may be the only technique required. 
Otherwise, in most cases, interviews coupled with observation constitute 
the desirable approach. (I) * * * 5 

The following are suggestions for making the job analyst’ s task simple: 

a. Introduce yourself so that the worker knows who you are and why 
you are there; 

b. Show a sincere interest in the worker and the job that is analyzed. 

c. Do not try to tell the employee how to do his job; 

d. Try to talk to the employees and supervisors in their own 
language 

e. Do not confuse the work with the workers: 

f. Do a complete job study within the objectives of the programs; 
and 

g. Verify the job information obtained. 
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Description of Duties 

• General Summary Statement: Indicate the extent of supervision 
received or exercised summarize the basic and distinguishing 
characteristics of the nature of work, and show the general level 
of responsibility. 

Typical Duties : When describing duties, be as detailed as 
possible in outlining the main duties of a position, considering 
what is done and how it is done, and list them in order of their 
importance. Indicate whether work is performed as a regular 
routine or intermittently. 

• Previous Experience Required : Indicate the periods of time 
required in lower or related jobs, measured from the time when 
the qualification level of education cited in factor is acquired that 
are essential for starting on, and a proper performance of a work. 

• Specialized or Technical Education Required : Indicate, in 

definite terms, the minimum level of academic education 
essential for a proper performance of a job. Citing specific 
qualifications and/or recognized levels of attainment. 

• Manual or Physical Skill Required: What kind of manual or 
physical skill is required in the performance of the duties? 
Examples: Typing, Shorthand, Book keeping. 

• Physical Effort Required: What kind of physical effort is required 

and what is the duration of such exertion? (Examples: 

Continuous, walking, standing, lifting of heavy objects, etc. ) 

• Complexity and Difficulty of work assessment 

• The extent to which decisions made and action taken are 
controlled by precedents. 

• Prescribed work practices, regulations or other guidelines; The 
degree of originality, judgment and 

• Development work involved : The variety and the scope allowed 
by Timing schedules. 

• Seriousness of Errors: What types of errors are possible in a 

job: and what would be the consequences of such errors in 

terms of additional expense to the company, rework or loss of 
good will? 

• Hazards: What type of hazards and risks to health are involved 
in the performance of duties? State frequency. 

• Adverse Working Conditions: Are there any physical conditions 
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surrounding the work that are definitely disagreeable or 
uncomfortable? (Such as dirt, noise, weather, etc. ) 

• Contacts with Customers, the General Public or other 
Companies: Indicate the organizational level of persons in other 
companies dealt with; the type, difficulty and importance of 
transactions handled ; and the potential effects of such contacts 
on company goodwill. How contact is made by telephone, personal 
contact or correspondence. 

• Contacts with Other Departments: Indicate type, volume, 

importance and difficulty of transactions with other department of 
the company. How contact is made by telephone, personal 
contact or correspondence. 

• ■ For the Safety of Others; Show the extent of responsibility of 

protecting, safe guarding or eliminating hazard to fellow 
employees or the general public. 

• For Company Funds or Property: Does a job involve actual 
custody of, or personal accountability for, any company funds or 
portable tools and equipments? If so, amount of money and type 
of tools and equipment involved can be stated. 

• For Confidential Information: Does the work involve contact with 
any confidential data? Does a job involve discretion to reveal this 
data? If so the nature of data and extent of discretion can be 
explained. 

• For performance of Work Without Immediate Supervision: Who 
assigns the work to an incumbent? How is the progress of work 
assignments checked by the supervisor? How frequently? What is 
the average duration of an assignment? 

• For the Supervision of Others: Does the work involve supervision 
or direction by others? If so: 

• Describe the type of work and indicate the number of 
employees; 

• The percentage of time spent on work similar to that of the 
subordinates involved. 

Position or Job Description (JD) is an important document which 
is basically descriptive in nature and contains a statement of job analysis. It 
provides both organizational information (location in structure, authority, 
etc) and functional information (What the work is). It defines the scope of 
job activities, major responsibilities and positioning of the job in the 
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organization, it provides the worker, analyst, and supervisor with a clear 
idea of what the work must do to meet the demands of the job. 

"Job description" is different from "performance assessment." The 
former concerns such functions as planning, coordinating and assigning 
responsibility; while the latter concerns the quality of performance itself. 
Though job description is not assessment, it provides an important basis 
for establishing assessment standards and objectives. 

Job Description describes 'jobs', not 'job holders'. The movement of 
employees due to promotion, terminations, etc. would create instability to 
job descriptions if people rather than jobs are described. 

Uses of Job Description 

• Preliminary drafts can be used as a basis for productive group 
discussion, particularly if the process starts at the executive 
level. 

• It aids in the development of job specifications, which are useful 
in planning recruitment, in training and in hiring people with 
required skills. 

• It can be used to orient new employees toward basic responsi 
bilities and duties. 

• It is a basic document used in developing performance standards. 

• It can be used for job evaluation, a wage and salary 
administration technique. 

• A job description enables the manager to frame suitable 
questions to be asked during an interview. It is particularly 
helpful when the application form is used as a tool for eliminating 
the unfit personnel. A job description helps us in: 

S Job grading and classification: 

S Transfers and promotions; 

S Adjustments of grievances ; 

S Defining and outlining promotional steps; 

S Establishing a common understanding of a job 
between employers and employees; 


•/ Investigating accidents 
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S Indicating faulty work procedures or duplication of 
papers ; 

S Maintaining, operating and adjusting machinery; 

S Time and motion studies 
S Defining the limits of authority; 

S Indicating case of personal merit; 

S Facilitating job placement 
S Studies of health and fatigue; 

S Scientific guidance 

S Determining jobs suitable for occupational therapy: 

S Providing hiring specifications; and 
S Providing performance indicators. 

Some healthcare facilities may have more than one job description 
for each job. A detailed version may be used in training and in evaluating a 
job, while a shorter version may be used in planning and hiring of 
management. 

A job description contains the following data : 

(i) Job identification or Organizational Position which includes the job 
title, alternative title, department, division, and plant and code 
number of the job. The job title identifies and designates the job 
properly. The department, division, etc., indicate the name of the 
department where it is situated - whether it is the outpatient 
department, critical care, etc. The location gives the name of the 
place. The portion of job description gives answer to two important 
questions : to what higher level is the job accountable and who is 
supervised directly? 

(ii) Job summary serves two important purposes. First it provides a 
short definition which is useful as additional identification 
information when a job title is not adequate. Second, it serves 
as a summary to orient the reader towards an understanding of 
detailed information which follows. It gives the reader a "quick 
capsule explanation" of the content of a job usually in one or two 
sentences. 

(iii) Job duties and responsibilities give a comprehensive listing of the 
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duties together with some indication of the frequency of 
occurrence or percentage of time devoted to each major duty. It 
is regarded as the heart of a Job. It tells us what needs to be 
done? How it should be done? and why it should be done? It also 
describes the responsibilities related to the custody of money, 
the supervision of workers and the training of subordinates. 

(iv) Relation to other jobs: This helps to locate the job in the 
organization by indicating the job immediately below or above it 
in the job hierarchy. It also gives an idea of the vertical 
relationships of work flow and procedures. 

(v) Supervision: Under it is given the number of persons to be 
supervised along with their job titles, and the extent of 
supervision involved — general, intermediate or close supervision. 

(vi) Machine, tools and equipment define each major type or trade 
name of the machines and tools and the materials used. 

(vii) Working conditions usually give us information about the 
environment in which a job holder must work. These include cold, 
heat, dust, wetness, moisture, fumes, odor, oily conditions, 
etc. obtaining inside the organization. 

(viii) Hazards give us the nature of risks to life and limb, their 
possibilities of occurrence, etc. 

Developing job Descriptions or Guidelines for Writing a job 
Description 

There are various ways to write job descriptions. Some experts are 
of the view that these should be written in detail and in terms of work flow. 
Others feel that these should be written in terms of goals or results to be 
achieved, in other words as performance standards (or what is popularly 
known as "management by objectives"). The prevalent thinking is that job 
descriptions should be written in terms of duties and responsibilities, - in 
terms of functions performed. Job descriptions are written by HR 
Department or its representatives. Although there is no set way of writing 
a job description the following pattern is fairly typical, and used by many 
companies : 

■/ A paragraph is allocated to each major task or responsibility. 

S Paragraphs are numbered and arranged in logical order, task 

sequence or importance. 

S Sentences are begun with an active verb, e. g. , "types letters, " 
"interviews the candidates. " "Collects, sorts out, routes and 
distributes mail. " 
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S Accuracy and simplicity are emphasized, rather than an elegant 
style. 

S Brevity is usually considered to be important but is largely 
conditioned by the type of job being analyzed and the need for 
accuracy. 

S Examples of work performed are often quoted and are useful in 
making the job description explicit. 

S Job descriptions, particularly when they are used as bases for 
training, often incorporate details of the faults which may be 
encountered in operator tasks and safety check-points. 

S Statements of opinion should be avoided. 

S When job descriptions are written for supervisory jobs, the main 
factors (such as manning, cost control, etc. ) are identified and 
listed. Each factor is then broken down into a series of elements 
with a note on the supervisor’ s responsibility. 

The British Institute of Management Publication adds four more 
guidelines: 

1. Give a clear, concise and readily understandable picture of the 
whole job; 

2. Describe in sufficient detail each of the main duties and respon 
sibilities; 

3. Indicate the extent of direction received and supervision given. 

4. Ensure that a new employee understands the job if he reads the 
job description. 

Limitations of job Description 

In any use of job descriptions, it should be remembered that these 
are not perfect reflections of the job. The object of a job description is to 
differentiate it from other jobs and set its outer limits. Further, executives 
tend to carry work patterns with them into new jobs, thus modifying the job 
drastically. To avoid such problems, care must be exercised in writing a job 
description to make it as accurate as possible, and at the managerial or 
professional level, it should be reviewed and discussed after the job. Jobs 
tend to be dynamic, not static, and a job description can quickly go out of 
date. Therefore, jobs should be constantly revised and kept up-to-date, 
and the personnel and the other departmental heads should be apprised of 
changes. Both supervisors and subordinates should understand the uses to 
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which a job description would be put so that appropriate information is 
recorded by them. The relevant parties should agree that a job description 
fairly reflects the job, otherwise job evaluation and job performance review 
would seem to be unfair. 

Job Specifications 

The job specification takes the job description and answers the 
question. "What human traits and experience are needed to do the job 
well?" It tells what kind of person to recruit and for what abilities that person 
should be tested. 

Job specifications translate the job description into terms of the 
human qualifications which are required for a successful performance of a 
job. They are intended to serve as a guide in hiring and job evaluation. As 
a guide in hiring, they deal with such characteristics as are available in an 
application bank, with testing, interviews, and checking of references. 

Job specification is developed with the co-operation of the person 
nel department and various supervisors in the whole organization. The 
personnel department co-ordinates the writing of job descriptions and job 
specifications and secures agreement on the qualifications required. 

These specifications relate to: 

Physical characteristics, which include health, strength, endurance, 
age range, body size, height, weight, vision, voice, poise, eye, hand 
and foot coordination, motor coordination, and color discrimination. 

Psychological characteristics or special aptitudes which include such 
qualities as manual dexterity, mechanical aptitude, ingenuity, judgment, 
resourcefulness, analytical ability, mental concentration and alertness. 

Traits of temperament, such as personal characteristics, personal 
appearance, good and pleasing manners, emotional stability, 
aggressiveness or submissiveness, extroversion or introversion, 
leadership, cooperativeness, initiative and drive, skill in dealing with 
others, unusual sensory qualities of sight, smell, hearing, adaptability, 
conversational ability, etc. 

Responsibilities, which include supervision of others, responsibility 
for production, process and equipment: responsibility for the safety of 
others; responsibility for generating confidence and trust; responsibility for 
preventing monetary loss. 

Other features of a biometric nature, which are age. sex, education, 
experience and language ability. 
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The items to be included in job specifications vary according to the 
nature of an organization and the uses to which they are put. However, 
items like age, sex, experience, skill, education, dexterity and personality 
are invariably included in job specifications; for example. 5 years 
experience; ability to lift 30 kgs; versatility in languages and fluency in 
speech; ability to type 100 words per minute and take shorthand dictation 
at 120 words per minute. 

Job specifications are mostly based on the educated guesses of 
supervisors and personnel managers. They give their opinion as to who do 
they think should be considered for a job in terms of education, intelligence, 
training etc. 6 

Go to http / /www. mgma. com/ careers/ job descriptions for sample 
JDs in the Healthcare industry 

Job specifications may also be based on statistical analysis. This is 
done to determine the relationship between: (1) some predictor or human 
trait (as height, intelligence, finger dexterity, etc) and (2) some indicator 
or criterion of job effectiveness (such as performance as rated by the 
supervisor. 

The statistical analysis comprises five steps: (|) analyzing the 
job and determining criteria of success; (ii) selecting personnel traits which 
should predict successful performance; (iii) testing candidates for these 
traits; (iv) is measuring these candidates' subsequent job performance; and 
(v) statistically analyzing the relationship between the ’ human trait’ and 
job performance. 

After having decided how many persons would be needed, it is 
necessary to prepare a job analysis which records details of training, skills, 
qualification, abilities, experience and responsibilities, etc. , which are 
needed for a job. Job analysis includes the preparation of job descriptions 
and job specifications. This has been discussed in the earlier section of this 
chapter. 

Benefits 

Human Resource Planning is a highly important and useful activity. 
If used properly, it offers a number of benefits: 

1. Reservoir of talent: The organization can have a reservoir of 
talent at any point of time. People with requisite skills are readily 
available to carry out the assigned tasks. 

2. Preparing people for future: People can be trained, motivated 
and developed in advance and this helps in meeting future needs 
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for high quality employees quite easily. Likewise, human 
resource shortages can also be comfortably met (when people 
quit the organization for various reasons) through proper human 
resource planning. 

3. Expand or contract: |f the organization wants to expand its scale 
of operations, it can go ahead easily. Advance planning ensures 
a continuous supply of people with requisite skills who can 
handle challenging jobs easily. 

4. Cut costs: Planning facilitates the preparation of an appropriate 
HR budget for each department or division. This, in turn, helps 
in controlling manpower costs by avoiding shortages/excesses in 
manpower supply. The physical facilities such as canteen, 
quarters, school, medical stores, etc. , can also be planned in 
advance. 

5. Succession planning: Human Resource Planning, as pointed out 
previously, prepares people for future challenges. The ' stars' 
can be picked up and kept ready for further promotions whenever 
they arise. Many companies for example, have this policy of 
having a ’ hot list' of promising candidates prepared in advance. 
Such candidates are rolled over various jobs and assessed and 
assisted continuously. When the time comes, such people 
’ switch hats’ quickly and replace their respective bosses without 
any problem. 

6. Most firms estimate how many employees they require in future. 
The demand for human talent at various levels is primarily due to 
the following factors: 

A. External challenges: These challenges arise from three important 
sources: 

Economic developments: Liberalization, opening up of insurrance 
sector, capital market reforms have created huge demand for finance 
professionals during 1990-1995 in India. The late 90s saw the rise of 
manufacturing, FMCG, Pharmaceuticals, Auto-components, Healthcare 
and Chemical Industries in a steady manner. Consequently, the demand for 
Engineering and Management graduates, Scientists and Health care 
professionals has picked up in recent times. 

Political, legal, social and technical changes: The demand for 
certain categories of employees and skills is also influenced by changes in 
political, legal and social structure in an economy. Likewise, firms 
employing latest technology in construction, power, automobiles, software, 
etc. , have greatly enhanced the worth of technicians and engineers during 
the last couple of years. Technology, however, is a double-edged weapon 
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and hence, its impact on HR plans is difficult to predict. For example, 
computerization program in Banks, Railways, Post and Telegraph 
Departments may reduce demand in one department (book keeping, for 
example) while increasing it in another (such as computer operations). 
High technology with all its attendant benefits may compel organizations to 
go lean and downsize workforce suddenly. Employment planning under 
such situations becomes complicated. 

Competition : Companies operating in fields where a large number 
of players are bent upon cutting each other’ s throat (with a view to enhance 
their market shares) often reduce their workforce. Competition is beneficial 
to customers but suicidal for companies operating on thin margins. Such 
companies have to necessarily go ’ lean’ by reducing their workforce. On 
the other hand, companies that are doing well and progressing smoothly 
will always look for people with critical skills. 

Organizational decisions : The organization’s strategic plan, sales 
and production forecast, new ventures must all be taken into account in 
employment planning. If a hospital expects higher demand for patient when the 
long-term HHR plan must take this consideration. Likewise, if it tries to venture 
into other lucrative fields such as super speciality hospitals, the demand for 
people possessing requisite skills in those areas in the couple of years 
should be looked into carefully. 

Workforce factors : Demand is modified by retirements, 
terminations, resignations, deaths leaves of absence. Past experience, 
however, makes the rate of occurrence of these actions by employers fairly 
predictable. 

Workforce analysis : The average loss of manpower due to leave, 
retirement, death, transfers discharge, etc. , during the last 5 years may 
be taken into account. The rate of absenteeism and labour turnover should 
also be taken into account. The nature of competition say from nearby 
medical practitioners and hospitals may also be considered here to find out 
requirements in a year. 

• Transfers Out 

• Retirement 

• VRS Scheme (Golden handshake) 

• Discharge or Dismissal 

• Terminations 

• Resignations 

• Retrenchment 
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• Job Hopping 

• Attractions in Other Hospitals, etc. 

While some of the interchanges and external supply could be 
predicted (growth opportunities, promotions, transfers, retirements, etc. ) 
others are not so easy to predict. Past experience and historical data may 
help hospital managers in this regard. 

Work load analysis: 

The need for manpower is also determined on the basis of work load 
analysis, wherein the company tries to calculate the number of persons 
required for various jobs with reference to a planned output after giving 
weightage to factors such as absenteeism, idle time, etc. The following 
example would throw light on this : While determining manpower 
requirements through work load analysis, a hospital may have to take the 
following factors into consideration such as the number of patients to be 
handled by an employee and future expansion plans of the hospital 
concerned. 

Managerial judgment - a study of the past trends - may serve as a 
useful guide in this regard. Statistical and econometric models may also be 
pressed into service, sometimes, depending on the requirements. 
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CHAPTER 

6 


Evaluating Health 
Human Resources 


Never believe that a few caring people can't change the world. 

- Margaret Mead 


PSYCHOLOGICAL TESTING 

Psychological testing is a standardized, scientifically validated and 
reliable method for measuring psychological characteristics, assigning 
diagnoses, predicting behaviors, and matching people to treatment plans, 
educational programs, and other kinds of interventions. Within the field of 
mental health/psychiatry, it is the only technology other than conversation (i.e. , 
interviews, therapy sessions, mental status exams, etc.) for assessing these 
issues. Within the medical hemisphere, the reasons For Psychological Testing 
Include : 


• To clarify diagnoses (e.g., ADHD, learning disability, dementia, 
mood disorder, anxiety disorder, and psychosis). 

• To provide information about intellectual ability and cognitive 
functioning. 

• To identify neuropsychological problems (e.g., problems in 
attention, information processing, executive functioning, and 
memory). 

• To better understand emotional functioning and personality. 

• To understand the causes of serious conduct or behavior 
problems. 

• To inform decisions regarding treatment (e.g., psychotherapy 
versus medication, residential versus outpatient treatment). 

• To estimate risk for specific kinds of problematic behaviors 
(e.g., suicide and self-injury, assault, and substance abuse). 

• Toassistin educational placementand planning. 

Psychology is relevant to anybody who works in a clinic or medical 
setting. That is why students in pre-medical or nursing programs often take 
psychology courses as part of their studies. In the United States, psychologists 


99 




100 


Evaluating Health Human Resources 


themselves are relatively rare on the staff of small hospitals, but they are 
commonly employed by large university medical centers and veteran's 
hospitals, where they provide services such as the following: 

What are services provided by psychologists at larger medical centers? 

• Diagnostic testing, using standard psychological tests to assess 
mental disorders, level of adaptive functioning, brain damage, or 
other clinically-relevant characteristics 

• Patient interviews to determine the possible relevance of 
psychological factors or possible need for counseling before or after 
medical intervention 

• Staff support, talking to the physicians and making morning rounds 
with them 

• Counseling patients before surgery, chemotherapy, and radiation 
treatments on what emotional reactions to expect and how to deal 
with them 

• Therapy for specific disorders, such as pain, facial or muscle tics, 
and bedwetting 

• Rehabilitation counseling and training for amputees and for victims 
of stroke, burn, spinal cord injuries, and heart disease 

• Counseling overutilizers, patients who use medical services too 
often 

As health organizations become complex and the number of jobs they 
offer increases, managers have been receptive to the acceptance of any device 
which would improve their selection decisions when recruiting. Such decisions 
are usually arrived at with the help of psychological tests which are more 
objective and less biased than others. Tests are the most misused, the least 
understood, yet the most valuable sources of information about applicants. 
They are probably the most sophisticated tools of measuring human 
characteristics and individual differences that form the very basis of industrial 
psychology. 

1 . Atest has been defined both in a broad and narrow manner. Broadly, 
it has been defined as a "systematic procedure for comparing the behavior of 
two or more persons." In a narrow sense, “it is a sample of an aspect of an 
individuals' behavior, performance or attitude." We may define it as a systematic 
procedure forsampling human behavior. 1 

Purpose of Tests 

The use of Psychological tests is manifold. Forthe purpose of: 


101 


Evaluating Health Human Resources 


1 . Guiding and counseling students seeking admission to schools and 
colleges. 

2. Vocational guidance of adults seeking help in their careers. 

3. Research into human behavior and personality; and 

4. In an organizational setting they come in useful for: 

a. For the selection and placement of new employees. 

b. For appraising employees for promotional potentials; and differential 
placement or assignment of a person to the job for which he is most 
suitable. 

c. For counseling employees. 

d. For selecting candidates for assignment to a company training 
program, and 

e. For assisting an individual employee in solving his/her problems. 

Types of Psychological Tests 

It must be noted that there is no one single and complete system of test 
classification, actually there are a variety of ways in which they are classified. 
Forexample, 

1. on the basis of human behavior, 

2. on the basis of use of tests, or 

3. individual orgroup tests, 

Classification on the Basis of Human Behavior 

On the basis of human behavior, tests have been generally classified 
into three categories, as depicted below: 

1 . Aptitude or Potential Ability Tests 

These tests are used to measure the latent ability of a candidate to learn 
new job or skill. They enable us to find out whether a candidate, if selected, would 
be suitable for a job which may be clerical or mechanical. These tests detect 
peculiarities or defects in a person's sensory or intellectual capacity. They focus 
attention on a particular type of talent, such as learning, reasoning ora mechanical 
bent of mind. Some of them measure simply sensory activity, speed and dexterity 
in motor movements of various types. Aptitude tests for medicine, law, music, 
painting, clerical and number of other activities are also available. Some of these 
tests are useful in selection of employees. 

Such tests may take one of the following forms: mental or intelligence 
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test, mechanical aptitude test or psychomotor or skills tests. 

a. Mental or Intelligence tests measure the over-all intellectual activity 
or the intelligence quotient (I.Q.) of a person and enable us to know 
whether he has the mental capacity to deal with new problems. 
They are useful for selection purposes, and determine the future of 
an employee's word fluency, memory, inductive reasoning, speed of 
perception and spatial visualization. The Wechsler Adult 
Intelligence Scale (WAIS) is widely used for management appraisal 
and selection. It is given to only one person at a time. The Meyers- 
Briggs Type Indicator and Minnesota Multiphasic Personality 
Inventory or MMPI are, however, general intelligence tests, which 
may be given to groups in a relatively short time. The administration 
of these tests calls for much preparation on the part of an 
organization; and they are expensive and cumbersome as well. 

b. Mechanical Aptitude Tests measure the capacity of a person to 
learn a particular type of mechanical work-they measure a person's 
capacity for spatial visualization, perceptual speed, manual 
dexterity, visual-motor coordination or integration, visual insights, 
etc. They also measure specialized knowledge and information of 
techniques, arithmetical problem solving ability and technical 
vocabulary. Some of these functions are measured by apparatus 
others by performance type of materials and still others by paper 
and pencil tests. They are useful when apprentices, mechanists, 
mechanics, maintenance workers and mechanical techniques are 
selected. In other word, these tests are generally used for the 
selection of personnel in lower position, who are entrusted with the 
jobs of operating machines. 

c. Psychomotor or Skills Tests are those tests which measure a 
person's ability to do a specific job. They are administered to 
determine mental dexterity or motor ability and similar attributes 
involving muscular movement, control and co-ordination. They are 
of primary importance in the selection of workers who have to 
perform semi-skilled and repetitive jobs, such as bench assembly 
work, packing, testing and. inspection. .andb watch assembly. 
Examples of this type of tests are the McQuarril Test for mechanical 
ability, the Purdue Mechanical Adaptability Test, and the O'Connor 
Finger and Tweezer Dexterity Tests. 

2. Achievement Tests 

Known also as proficiency tests, they measure the skill of knowledge 
which is acquired as a result of a training program and on-the-job experience. 
They determine the admission feasibility of a candidate and measure what he 
is capable of doing. Examples of such tests are: General Aptitude Test Battery; 


103 


Evaluating Health Human Resources 


the Abstract Reasoning Test, the Millar Analogies Test, the Stanford-Binet 
Scales, the Adaptability Tests. Achievement tests are of two kinds: 

(A) Tests for measuring job knowledge, which may be oral or written. 
These tests are administered to determine proficiency in short-hand and in 
operating calculators, adding machines, dictating and transcribing machines, 
and simple mechanical equipment. Such tests are useful for office workers, mill 
supervisors, clerical, public utility employees, sales people, inspectors. 

(B) Work Sample Tests 

Work Sample Tests demand the administration of the actual job as a 
test. A typing test provides the material to be typed and notes the time taken 
and the mistakes committed. 

3. Personality Tests 

These tests aim at measuring those basic make-up or characteristics of 
an individual, which are non-intellectual in their nature. 

In other words, they probe deeply to discover clues to an individuals' 
value system, his emotional reactions and maturity, and his characteristic 
mood. They assess his motivation interests, his ability to adjust himself to the 
stresses of everyday life, and his capacity for inter-personal relations and self- 
image. They are expressed in terms of the relative significance of such traits of 
a person as his self-confidence, his ambition, tact, emotional adjustment, 
emotional stability, neuroticism, obsessions, and delusions, compulsions, or 
various other traits of human personality as perseverance, cooperativeness, 
aggressiveness, impulsiveness, reflectiveness, thoughtfulness, self-restraints, 
submissiveness, ascendance, optimism, decisiveness, sociability, conformity, 
objectivity, patience, fear, distrust, initiative, judgment, dominance, sympathy, 
integrity/etc. These tests are administered to counsel individuals, to select 
supervisors and higher executives. They are pen-and-paper tests. 

Examples of such Tests are: Bell Adjustment Inventory, the California 
Test of Personality Scale, Minnesota Multiphase Personality Inventory, 
ThematicAppreciation Tests, etc. 

Personality tests have a wider use in industry because they provide a 
well-rounded picture of an applicant's personality, and because managers 
have to realize the importance of emotional characteristics. Some authorities, 
however, consider these tests to be superficial, easily faked and misleading. 
These tests are of three types: 

(a) Objective tests which measure neurotic tendencies, self-sufficiency, 
dominance-submission, and self-confidence. These are scored 
objectively. They are paper-and-pencil tests or Personality 




104 


Evaluating Health Human Resources 


Inventories. 

(b) Protective tests are those in which a candidate is asked to project 
his own interpretation into certain standard stimulus situations. The 
way in which he responds to these stimuli depends on his own 
values, motives and personality. The most widely used tests of this 
type are the Rorschach Blot Test and the Thematic Appreciation 
Test. 

(c) Situation tests measure an applicant's reaction when he is placed in 
a peculiar situation; his ability to undergo stress and his 
demonstration of ingenuity under pressure. Such tests usually 
relate to leaderless group situations, in which some problem is 
posed to a group, and its members are asked to reach some 
conclusion withoutthe help of a leader. 

(d) Interest Tests: These tests aim at finding out the types of work in 
which a candidate is interested. They are inventories of the likes and 
dislikes of the people of some occupations, hobbies and 
recreational activities. They are useful in vocational guidance, and 
are assessed in the form of answers to a well-prepared 
questionnaire. Examples of such tests are: Kuder Reference 
Record, The Strong Vocational Interest Blank, etc. 

Classification On the Basis of Use of Tests 

On the basis of the use to which the tests are put, they may be classified 
in three broad categories: selection tests, classification tests, and placement 
tests. 


Selection Tests: In making a selection, an organization may decide to 
accept some candidate and reject others, for filling its various jobs. Hiring of an 
employee is a selection test. 

Classification Tests: Under such tests, special considerations are given 
to determine on which of the several possible assignments a person will be able 
to do his best. 

Placement Decision: It concerns with assigning a person to different 
levels of work, rather than distinctly different types of work. For example, 
choosing a candidate for officer's cadre from amongst the applicants is a 
placement decision. 

Individual and Group Tests 

In Individual Tests, a single individual is given a test at a time usually by 
a trained examiner who not only scored and interpreted the results but also 
observed his behavior carefully throughout the testing period. 
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Group Tests, on the other hand, are usually presented in a format which 
allows the individual to record his own responses and can be simultaneously 
given to a member of individuals, without any special need of observing then 
behavior. 

To sum, it may be noted that some tests have a very wide application 
and are used by firms, agencies and educational institutions. These have been 
standardized Some firms, however, have developed tests to suit their own 
requirements; these are known as tailor-made tests, and are developed only 
when there is a continuing demand for large number of new employees for a 
singlejob. 

Advantages of Testing 

When used appropriately under a well planned testing program, tests 
can and do lead to a number of positive benefits to the company in the long run. 
For instance: 

(i) It is easier to determine the value of a test as a selection device, as 
compared to interview or application blanks. 

(ii) Tests are subject to minimum subjective bias or are much more 
objective than any other selection device presently available. 

(iii) Tests provide a uniform basis for comparing candidates from 
diverse background. They challenge the interviewers or the 
supervisors to think through their evaluation more carefully. 

(iv) Tests reduce, to a considerable extent the labor turnover and which 
in turn may result in reduced cost of training (because lesser 
workers will have to be trained as a result of reduced turnover). 

(v) They may increase production because better workers are 
employed and may result in increased satisfaction of employees 
because they are placed on the job for which they are most 
competent and interested. This may reduce absenteeism, reduce 
rate of accident and increase morale of the workers. 

(vi) Tests minimize the time of selection and can also be judiciously used 
in training the workers for appropriate positions by determining their 
training ability on the basis of the test scores. 

(vii) Tests are of great value in selecting people with promotional ability, 
discovering the various causes of failure at the job by analyzing the 
personality traits of the individuals. 

It has been admitted that though tests are an extremely sophisticated 
technique for measuring behavioral characteristics, they have their own 
limitations. It is recognized that psychological tests are not infallible and that 
sometimes they reveal results which are not a true indication of the potential job 
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success of the candidate The use of testing should be done with caution 
because some highly enthusiastic individuals are likely to be fascinated by the 
interesting ideas which such testing projects provide. Unscrupulous people, 
making use of the tests, make exaggerated claims about effectiveness of their 
testing programs. Further tests may be administered by incompetent 
professionals which give wrong results. Therefore, tests should be developed 
cautiously, within the organization to take care of it selection needs. Tests are 
the good adjuncts of interview, application blanks, and such other devices of 
selection. 

Developing a Test Program 

Developing a testing program calls for careful planning, analysis, 
experiment, and technical knowledge. For this purpose, the services of a 
qualified person - such as an Industrial Psychologist or a Personnel Manager 
who is expert in Psychology, Psychometrics and the use of statistical methods 
are requisitioned. 

The following steps are generally involved in establishing a sound 
testing program: 

i) Deciding the objectives of a testing program : i.e. whether it is meant 

for hiring personnel or for transfers, promotions, etc. Initially, such a 
program may be set up only for some jobs. It may then be expanded 
to coverall types of jobs in an organization. 

(ii) Analyzing Jobs to identify those characteristics which appear 
necessary for Job success : i.e. the need for active habits, eye-hand 
coordination, finger-and-thumb dexterity, perceptual and sensory 
abilities and such other specific characteristics. In other words, it 
has to be decided as to which human traits and skills are necessary 
for adequate performance of job. Consideration may be given to two 
criteria: one is production-related criteria, i.e. quantity, quality etc., 
and two is personnel data, i.e. absenteeism, length of service, etc. 

(iii) Choosing tests to measure characteristics : These tests may be 
chosen by keeping in mind such factors as reliability, content or face 
validity, level of difficulty, ease of administration, and the cost 
involved. This choice is usually based on experience, previous 
research, "guesses." Several tests - known as "Battery of Tests" are 
chosen with the purpose of measuring a variety of possible 
predictors, such as aggressiveness, extroversion, numerical ability, 
etc. 

(iv) Administering tests to an experimental group of people, i.e. to 
applicants under consideration for jobs. For purposes of 
employment, a test is usually administered after an application 
blank has been examined and there has been a preliminary 
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interview. Many candidates are rejected for a variety of reasons 
before tests are administered. 

(v) Establishing criteria of Job success : The criteria should take into 
account such factors as the quality and quantity of output, accident 
frequency, regularity or otherwise in attendance, grades obtained 
during training, speed of promotion in an organization, professional 
achievements (published work, awards received), and formal 
ratings determined by the supervisor. 

(vi) Analyzing the results of tests and taking decisions regarding the 
applications of tests : As no single test can be expected to measure 
all the abilities required for a satisfactory job performance, a number 
of tests in combination are usually administered. 

Testing Guidelines 

There are some rules and principles which should be observed while 
considering the testing alternatives. The general guidelines are: 

(i) Tests are to be used a supplement rather than as a substitute for 
any other method. No test should ever be used as the sole 
criterion for selection, placement, promotion or transfer. Even 
valid tests represent a small sample of a person's total pattern of 
behavior. Hence, reliance should also be placed on information 
derived from other procedures - from interviews, application 
blanks, and background checks. Areasonably complete picture of 
a candidate can thus be obtained. 

(ii) Tests are better at predicting failure than success. Testing 
procedures often determine which applicants will not or cannot 
perform a job satisfactorily: they do not necessarily determine 
who can or will perform such duties in a very effective and efficient 
manner. 

(iii) Tests are a screening device. They are useful when it is necessary 
to pick up a small select group from many applicants. When 
hundreds of candidates apply for a few jobs, a test can only be a 
preliminary selection technique. 

(iv) Test scores are not precise measures because they arc samples 
of behavior. They, therefore, cannot be totally accurate predictors 
of anything. A test score of 90 does not precisely reveal a 90 per 
cent grasp of a subject matter. Test subjects with the highest test 
scores are not always better choices for a job than those who 
score lower. 

(v) Every test must be validated in the organization in which it is used. 
It is always necessary to test the test itself before it is assumed 
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that it will enable us to predict a successful performance of a job. A 
test can be invalidated by undertaking research into the 
environment in which ii is used. Besides, a test must also be 
reliable. In other words, a person should receive the same score 
whenever he takes the same test, unless some significant 
educational development has taken place between testing dates. 


Tests as Predictive of Job Proficiency 


Types of Tests 

Job 

Intellectual 

Ability 

Spatial and 
Mechanical 
Ability 

Perceptual 

Accuracy 

Motor 

Ability 

Personality 

Traits 

1. Exclusive 

Moderate 

Moderate+ 

Moderate 

Low 

Moderate 

2. Supervisor 

Moderate 

Moderate 

Moderate 

Low/ 

Moderate 

Low 

3. Clerical 

Moderate 

Low 

Moderate 

Low 

Low / 
Moderate 

4. Sales 

Low 

Low 

Low 

Low 

Moderate+ 

5. Service 

Moderate 

Low+ 

Low+ 

Low 

Low 

6. Vehicle 
Operator 

Low 

Low+ 

Low / 
Moderate 

Moderate 

Moderate 

7. Trade & 
Crafts 

Moderate 

Moderate 

Moderate 

Low / 
Moderate 

Low / 
Moderate 

8. Industrial 

Moderate 

Moderate 

Moderate 

Moderate 

High+ 


(vi) Test conditions are important. The place where the tests are 
administered should be reasonably private as well as quiet, well 
lighted and ventilated. All applicants should take the test under the 
same test conditions: this ensures that some do not get high or low 
scores due to differences in test conditions. 

(vii) Invasion of privacy should be avoided. Most tests are personal and 
should, therefore, be held in strict confidence. Where necessary 
test should be administered and evaluated by experts. The results 
should be kept confidential till they are declared. 
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(viii) Test administration, scoring and interpretation require technical 
competence and training in testing. So testing must be done by 
qualified psychologists. 

Work Sampling 

"Work Sampling" is another technique for screening candidates. This 
technique is based on (the presumption that the best indicator of future 
performance is past performance. Before selecting an employee, the HHR 
manager in many cases prefers to inquire about the candidates' prior work 
experience to make his judgment. 

The basic procedure involves choosing several specific tasks that are 
crucial to performing the job for which a candidate is being recruited. The 
applicants are then tested on these specific tasks; their performance (on these 
tasks) is then used as a predictor of their performance on the job. 


CORNELL REVIEW JANUARY 26, 2013 by H BEAU BAEZ 
Personality Tests in Employment Selection - Use With Caution 

Many employers utilize personality tests in the employment 
selection process to identify people who have more than just the 
knowledge and skills necessary to be successful in their jobs. 

There is some debate in the industrial/organizational (“10”) 
psychology field as to whether personality measures should be used in 
employee selection. Many believe that personality tests used for 
employee selection are not valid, and in any event, can be faked. The 
earliest personality tests go back at least to 1919, at the dawn of 10 
psychology. In one article that reviewed 113 personality selection tool 
studies conducted from 1919 to 1952, personality was found to correlate 
to job success at levels similar to more recent studies. For studies 
published from 1952 to 1963, one paper noted that the studies indicated 
that personality had some predictive power, but not at a level that 
personality should be used for employee selection. This same article 
concluded that “there is no generalizable evidence that personality 
measures can be recommended as good or practical tools for employee 
selection. 

The best that can be said is that in some situations, for some 
purposes, somepersonality measures can offer helpful predictions. But 
there is nothing in this summary to indicate in advance which measure 
should be used in which situation or for which purposes. In short, it must be 
concluded (as always) that the validity of any personality measure must be 
specifically and competently determined for the specific situation in which it 
is to be used and for the specific purpose or criterion within that situation .... 
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It seems clear that the only acceptable reason for using personality 
measures as instruments of decision is found only after doing 
considerable research with the measure in the specific situation and for 
the specific purpose for which it is to be used. ” 

A 2010 review of the academic literature found correlations between 
personality and job success to fall in the .03 to . 1 5 range, which the authors 
note is “close to zero.” 

To put these correlations in perspective, personality tests used in 
employee selection account for approximately 5% of an employee's job 
success while the other 95% of their performance is unaccounted for by 
personality. Interestingly, the .15 correlation is almost identical to what 
was noted in the 1 960's, meaning there has been no measurable change in 
the data for the 50 years. 

One possibility for the relatively low correlation rates is that the data 
has not been interpreted properly. A 2011 study has found evidence for a 
curvilinear relationship between personality traits and job performance, 
while all the earlier studies assumed a linear relationship. 
This suggests that for complex jobs, high personality scores may 
correlate better to ultimate job success. 

Skepticism in Personality Testing 

There are some skeptics in the general population who are 
derisive of these tests because they feel the questions posed in them are 
irrelevant to determining a person's personality or emotional intelligence. 
For example, one exam used in selecting first year legal associates asks “do 
you like flowers?” Clearly an applicant's affection for flowers is not 
connected to the knowledge, skills, or abilities necessary to be a successful 
lawyer. It is this type of question that skeptics use to prove, at least to 
themselves, the total irrelevancy of psychological testing. However, 
proponents of these tests would say these cynics are wrong because they 
misunderstand the purpose behind the question. Personality tests may ask 
a series of irrelevant questions because the test is examining the patterns 
behind the responses, not the answer to any particular question — it is that 
pattern that provides insight into the test taker's personality. 
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INTERVIEWS 

Interviewing is probably the most widely used selection tool. It is a most 
complex selection technique because its scope includes measuring all the 
relevant characteristics and integrating and classifying all other information 
about the applicant. In practically all organizations interviewing is used for a 
variety of purposes, including selection, appraisal, disciplinary action, 
counseling and general problem solving. 

The interview is a selection technique which enables the employer to 
view the total individual and directly appraise him and his behavior. It is a 
method by which an idea about an applicant's personality including his 
intelligence, breadth of interests, and general attitudes towards life, can be 
obtained by a face-to-face contact. 

An interview is an attempt to secure maximum amount of information 
from the candidate concerning his suitability for the job under consideration. By 
interviewing is meant deliberate, active listing with a purpose to draw the other 
person out, to discover what he really wants to say and to give a chance to 
express himself freely. In other words, it tries to achieve an exacting appraisal of 
an applicant, his previous experience, education, training and family back- 
ground. It enables the interviewertojudge certain qualities (manners, neatness 
and appearance, ability to speak, meet other people pleasantly and make a 
good impression on others) of the prospective candidate before he is 
considered forselection. 

The interview is used in practically every business and profession. 
Some activities call for a high degree of proficiency in interviewing; these are 
the activities of professors, engineers, psychiatrists, clinical psychiatrists, 
lawyers, social workers, employment managers, HR managers, market 
analysts, salesmen and supervisors, investigating grievances. The interview is 
widely used in securing credit information, making loans, selling, adjusting 
complaints, diagnosing physical and mental ills, as well as in personnel 
administration and management. When used in personnel selection, some of 
the objectives of interview are: 

(i) To get an opportunity to judge an applicants' qualifications and 
characteristics as a basis for sound selection and placement. On the 
basis of the information obtained about the family background, 
training, educational and other qualifications, personality, 
characteristics, aptitude, interests and skills of an applicant — the 
interviewer tries to arrive at as impartial a decision as possible. He 
may decide to hire him, to reject him or to pass him on to another 
step in the interview if it is not the final one. These type of interviews 
are referred to as selection or placement interviews. 

(ii) to give an applicant essential facts about the job and the company 
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(nature and hours of work, medical requirements, opportunities for 
advancement, special hazards, employee benefits and services, 
company policies, etc.) in order to enable him to decide intelligently 
whether he should or should not accept the employment. The 
interview is generally a non-reciprocal relation between the 
individuals concerned. 

(iii) to establish a rapport, or a feeling of mutual understanding and 
confidence, between the HHR department and the applicant 
seeking employment. 

(iv) to promote goodwill towards the company whether the interview 
culminates in employment or not. The goodwill is generated by 
unfailing courtesy to the interviewees, by providing them with 
vocational literature, pamphlets, by offering constructive 
suggestions, and by showing interest in them. 

(v) interviewing is an invaluable tool of disciplinary action, grievance 
handling and relations with unions. 

(vi) to solve problems as when counseling a student conferring with a 
career guidance person or discussing a grievance with a superior, 
such interviews are information-gathering or fact-findings meetings; 
but their main purpose is to solve a problem. Such interviews are 
also termed as counseling interviews. 

(vii) To get a real feel of the candidate, observe his appearance, 
mannerisms, confidence, and typical ways of reacting to questions 
of various sorts. 

(viii) To find out why an employee is leaving the company and seeking job 
elsewhere. Such interviews are called exit or termination interviews. 

(ix) Despite the fact the interviews are often regarded as costly, 
inefficient and non-valid procedure for selection purposes, they are 
widely used because the psychological tests and application blanks 
do not give correct information about the candidate as a real flash 
and blood human being. 

Under the 'can do' factors are included these elements: appearance, 
manners, education as required by the job, intelligence, ability to solve 
problems, experience in the field knowledge of the project, physical conditions 
and health. 

Under the 'will do’ factors are listed character traits, viz., stability, 
industry, willingness to work, perseverance, ability to get along with others, 
loyalty-that is, identifying with employer-reliance, that is, standing on one's own 
feet and making one's own decisions, and leadership. 

Besides, 'motivation factors' are also taken into consideration. These 
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are: vigorous initiative and drive, need for income, need for security, need for 
status, need for power, need to investigate For assessing 'emotional maturity', 
the factors to be taken into consideration are: freedom from dependence, 
regard for consequences, capacity for self-discipline, freedom from destructive 
tendencies and freedom from wishful thinking. 

Thus, in brief selection interviews give a chance to personally "size up" 
the candidate, and to pursue questioning in a way that tests cannot. They give 
an opportunity to make judgments on the candidates’ enthusiasm, and 
intelligence and they give an opportunity to assess "subjective aspects" of the 
candidate — facial expression, appearance, nervousness, etc. Interviews, in 
other words, are a very patent screening tool. 

Types of Interviews 

Interviews may declassified in many ways. Their main differences arise 
from the pattern of interaction by which the interviewer communicates with the 
interviewee, responds to his answers, asks questions, and from the structure of 
the interview. 

Interviews may be conducted on a planned or patterned and non- 
directed or non-planning plane. A planned interview is one that follows a 
definite plan of action, and is, therefore, also known as an action interview, 
while a non-directed interview is one that is not directed by the interviewer and 
in which the candidate is given the freedom to speak his mind freely. Generally, 
interviews fall in six categories: 

(i) Patterned or highly organized interviews; 

(ii) Non-directive, free or quite unorganized interviews; (iii) Depth or 
discussion interviews; 

(iii) Situational or problem-type interviews or leaderless group discussion 
interviews; 

(iv) Stress interviews 

(I) Patterned or Structured Interview : This is the most common 
method of interview. It is based on the assumption that, to be most 
effective, every pertinent detail bearing on what is to be 
accomplished, what kind of information is to be sought or given, how 
the interview is to be conducted, and how much time is to be allotted 
to it, must be worked out in advance. Questions would be asked in a 
particular order, with very little deviation. If an applicant wants to 
discuss something else, he is swiftly guided back to the prepared 
questions. Such interviews are also called standardized interviews, 
for they are pre-planned to a high degree of accuracy and 
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precision. The Patterned interview has the following advantages in 
improving the judgment of the interviewer. 

First, the interviewer works from definite job specifications; he 
knows what qualities each job requires. 

Second, he has a plan ; he knows what questions to ask. 

Third, he has been trained in the techniques of conducting an 
interview, i.e., he knows how to put the candidate at ease, how to 
make him talk, and how to extract pertinent information. 

Fourth, prior to interview, he has checked with outside sources 
(previous employers, schools, etc.) and already knows a great deal 
aboutthe applicant. 

Fifth, he has a series of clinical concepts, i.e., that of emotional 
immaturity — which provides him with a yardstick for interpreting 
and evaluating the information obtained from the candidate, 

Sixth, the interviewer himself has been carefully selected to assure 
that he has adequate intelligence and is emotionally well adjust. 

Excerpts from Patterned Interview Form 

1. Married Single 

2. Dependants (Members) 

3. Age : What plans do you have for children? 

4. Do dependants provide adequate motivation? 

5. What do you do for recreation? What hobbies do you have? 

6. When did you last drink intoxicating liquorTo what extent? Is this 
sensible drinking? Doesnotdrink 

7. Whattypes of persons do you actively dislike? 

8. Is thev applicant biased? 

9. Tell us about your most recent job. Why did you decide to change? 

10. As you look back on your recent job, what did you like most about it? 
What did you like least about it? 

1 1 . What do you feel were your three most significant achievements in 
your past position? 

12. Could you tell us if you have any idea about what an effective 
managershould do? 
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13. How do you feel your subordinates would describe you as a 
supervisor? 

14. Were you satisfied with the progress you made on your job? Why? 
Why not? 

1 5. What plans do you have for self-improvement during the next twelve 
months? 

16. What does success mean to you? 

1 7. What do people criticize about you the most? 

18. Many of if improve our ability to relate to people as develop more 
maturity. In what way would you say you have improved over the 
past two years? 

1 9. What or who has contributed most to your self-development? Think 
about a difficult decision you have had to make recently regarding 
your work. Tell us how you went about making this decision. 

20. How do you plan your work? 

21 . What has been the heaviest pressure situation you have had to face 
in the past year? Describe the circumstances. 

22. Give us examples of the types of problems that create the greatest 
stress or strain for you. 

23. Whatgoalsyou have set for the next three years? 

(ii) Non-directive or Free Interview : It is unstructured and is relatively 
non-planned as to format. In such an interview, the applicant is 
asked some very general questions, and he/she may reply to these 
in any way he/she likes for a considerable length of time. In other 
words, the interview is not directed by questions or comments as to 
what the candidate should be asked. Generally, the candidate is 
encouraged to express themselves on a variety of subjects, on their 
expectations and motivations, background and upbringing, 
interests, even political predilections, etc. The interviewers look for 
traits of character and nature of his/her aspirations and his/her 
strengths and weaknesses, manifest or potential. The purpose of 
such interview is to determine what kind of person a candidate really 
is. 

(iii) Depth or Action Interview : It is semi-structured in nature and 
utilizes questions in key areas which have been studied in advance 
by the interviewer. The typical subjects discussed at such interviews 
include the candidate's home life, education, previous experience, 
aptitude, recreational interests, and hobbies. The interviewer 
provides instructional information about his organization, the nature 
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of work, pay, opportunities for advancement, and demands likely to 
be made on the employee. The idea of such an interview is to get a 
true picture of the interviewee by intensively examining his 
background and thinking so that a correct evaluation and decision 
may be made. This type of interview demand more mature 
understanding of human behavior and development and, therefore, 
more careful selection of the interviewer. 

(iv) Group or Discussion Interview : In this type of interview, groups 
rather than individuals are interviewed. The interviewees are given 
certain problems and are asked to reach a specific decision within a 
particular time limit. The applicants enter into group discussions, 
knowing that the interview is a test, but do not know which qualities 
are being measured or tested. A few observers watch the activities 
of the interviewees - those who take a lead in the discussion, those 
who try influencing others, those who summarize and clarify issues, 
and those who speak effectively. The assumption underlying this 
type of interview is that the behavior displayed in the solution of the 
problem is related to potential success in the job. The object is to see 
how well individuals perform on a particular task or in a particular 
situation. In this type of interview, the emphasis is on the analysis of 
the interviewers' impressions from discussions rather than factual 
information. 

(v) Panel or Board Interview : In this type of interview, a candidate is 
interviewed by a number of interviewers. Questions may be asked in 
turn or asked in random order as they arise on any topic. 

(vi) Stress Interview : In the stress interview, the interviewer assumes a 
hostile role toward the applicant. He deliberately puts him on the 
defensive by trying to annoy, embarrass or frustrate him. Usually, 
the interviewer, in such circumstances, asks questions rapidly, 
criticizes the interviewee's answers, interrupts him frequently, keeps 
the candidate waiting indefinitely and then subjects him to a barrage 
of interrogations questioning whatever he might state, or too many 
questions are asked at a time by many interviewers, make 
derogatory remarks about the candidate or puts him in an awkward 
situation by dropping something on the floor and asking him to pick it 
up, accusing him that he is lying and so on. The purpose is to find out 
how a candidate behaves in a stress situation — whether he loses 
his temper, gets confused or frightened. Stress interview is a highly 
dangerous tool in the hands of an unskilled interviewer. Moreover, 
the stressful interview situation may not necessarily reveal, how a 
candidate will behave in real stressful life situations involved on a 
job. Yet its judicial application may reveal many characteristics of an 
applicant. 
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Guidelines for Effective Interview 

Interview is most complex of the selection techniques, because the 
validity of the results achieved by interview is dependent upon several factors, 
which are related to planning of the interview, practice of interview by the 
interviewer, and to the personality characteristics of the interviewer. 

Therefore, there are certain obvious essential guidelines which should 
generally be followed, if interview is to serve as an effective tool of selection. 
These are: 

1 . Interviewers should be of a certain status, standing and experience. 
They should be in the know of the requirements of the job for which 
interviews are conducted, and be familiar with the background of the 
organization and industry which they represent. They should 
possess a working knowledge of such topics as individual 
personality, differences, dynamics, motivation, frustration, attitudes, 
abilities, aptitudes and human traits, and should be sympathetic and 
impartial. 

2. Skillful interviewing is an art and like all other arts, requires training 
and experience. It is learnt better by practice than by reading a book. 
However, the necessary techniques and knowledge about the 
subject matter may be collected from current books, periodicals and 
pamphlets bearing on the larger field of management. 

3. The interviewers should not begin the interview without thoroughly 
studying the relevant data about the candidate from the application 
blank, and the tests and preliminary interviews through which he has 
gone before. The interviewers should clearly understand what the 
job entails and what its requirements are. This will help them to avoid 
putting too much weight on irrelevant information and will heip them 
reduce the chances that all candidates are compared with an 
erroneous "stereotype". By making available to interviewers 
extensive information about the job to be filled (such as that provided 
by detailed job descriptions and job titles) reliability of employment 
selection decision can be increased. 

4. The interviewers should know what traits are more accurately 
assessed during interviews than others. These include 
"intelligence," "personal relations aptitude" and especially 
"motivation to work." Assessment of personal qualities like sincerity, 
ability to present ideas, emotional balance, friendliness, 
responsiveness, courtesy, etc. cannot be checked at all because 
they are characteristics which can be validated after a long 
acquaintance with the applicant and not in the course of a short 
encounter as in an interview. 
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5. The coverage of factual information should form the main objective 
of the interview. Such coverage is of greater value than any attempt 
to search for personnel qualities. It should emphasize 

(a) reliance of education to the job specifications; (b) reasons for the 
gap in educational and employment history of the applicant; (c) 
reasons for choosing special courses in schools and colleges; (d) 
division or grades obtained and academic achievements; reason for 
failure; (e) likes and dislikes for each job; (f) information regarding 
domestic, health, financial and other problems, if any; (g) the 
condition of the job and work the applicant expects. 

6. The time of the interview should be consumed in. collecting routine 
information, which can be conveniently gathered from the appli- 
cation blank or verified from the applicant's former employer or from 
his school, institution, records and documents, certificates, etc. 

7. The interview should be diligently delimited, for it is often the only 
feasible way of eliciting the required information about the candi- 
date, and it enables the interviewers to view the total individual and 
to appraise his personal appearance, comments, attitudes, 
mannerisms, motivations, interests, adjustments, temperament and 
other personal attributes. 

8. An interview should be made more reliable and more valid, i.e. the 
interviewers should guard against being unduly prejudiced or 
colored by their own personality or pet theories. Their own feelings 
and standards, irrespective of job requirements should not be 
allowed to influence them, nor should their feelings about religion or 
community, affect their judgment. It is desirable that the decision 
should be fair and impartial. Bias, prejudices, personal likes and 
dislikes, preferences and general impression of the candidate 
should not be allowed to interfere with the process of decision- 
making. The interviewers should accentuate the positive qualities in 
a candidate rather than give undue weight to negative ones, 

9. The candidate should be allowed to talk extensively so that he may 
unburden himself to the point at which nothing important or relevant 
is left unsaid, and a fair assessment can be made of his ability. 
Generally, 25 to 30 minutes are sufficient for semi-skilled or skilled 
applicants. For high level jobs-managerial, technical, sales — an 
hour or more may be required. Sometimes companies spend a 
couple of days with aspirants. 

1 0. An interviewer should avoid too much talking. "A good working ratio 
for an interviewer is to talk for not more than 25 per cent of the time 
and to listen for 75 per cent of the time." The best interview is usually 
one in which the interviewer talks the least. Information from the 
applicant can be elicited only when the interviewer gives him a 
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patient, prolonged and skillful hearing. 

11. The interviewer should refrain from passing too quick a judgment 
before all the relevant facts have been gathered and evaluated. He 
should avoid derogatory comments and refrain from any revealing 
facial or verbal expression, he should not voice criticism or moralize. 
Rather, he should attempt to show understanding and smoothly 
pass on to another topic when any unfavorable information is 
uncovered or if the applicant is unable to answer a question. 

12. If the interviewer is to be objective in decision-making he must be 
careful to correct irrational feelings of a negative or positive kind. 
Hostility or nervousness on the part of the applicant may be 
minimized if he adopts a healthy attitude that the former has not 
come for the interview with a "begging bowl" in his hand. It is 
important for him to realize that his organization needs a good man 
just as much as the applicant wants a good job. 

13. The interviewer should try to do some selling during the interviews. 
He should be aware of the fact that the interviewee is also evaluating 
him. Interviewees form overall impressions of the "goodness" or 
"badness" of an interviewer and this in turn may affect their decision 
to join or not to join the company. Therefore, the interviewer should 
try to give good impression about them and of the company he/she 
represents. Good interviewers are those which take the many needs 
of the interviewee into account of security, belonging, esteem, 
wholeness and self actualization. Orderly proceedings, cordial 
relationships, avoidance of unnecessary, ego-damaging events, 
and an understanding of the process are ingredients in the best 
interviews. An applicant who is kept waiting unduly, treated rudely, 
insulted or given no information is likely to display a defensive 
behavior, such as anger or humiliation which would seriously affect 
the friendly atmosphere at an interview. 

Qualities of a Successful/Good Interviewer 

Researchers have more or less clearly shown that effectiveness of any 
interview depends upon several personal qualities of the interviewer. A good 
interviewer must have abilities to evaluate specific as well as overall abilities of 
the applicant and this is rather a difficult job as ability to evaluate specific traits 
may differ from the ability to make overall evaluation. However, a successful 
interviewer should have the following characteristics: 

1 . He/or she should usually be more mature in outlook on life, slightly or 
moderately egostical, and nottoo much extrovert. 

2. He/she must be socially detached which makes it possible for him to 
make more accurate judgment of others. 
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3. He/she should have slightly more than average intelligence, 
emotional maturity, interest in human beings and their behavior, 
sportsmanship and well adjusted life. 

4. He/she should have extensive acquaintance with people similar in 
age and occupation to those whom he interviews. 

5. He/she should be a man with a genuine feeling of warmth and 
affection so that he/she is able to establish rapport quickly with any 
individual, however nervous he may be. 

6. He/or should be a man/or woman who has been fully trained in the art 
of interview, and who knows what are the special weaknesses of this 
method and how to avoid them; and also the person who is focused 
on continually refining his method and asking questions in the light of 
his experience. 

The interviewer must have a thorough understanding of the 
organization, of the relationships between departments and jobs, the objectives 
of the organization, job content, and worker requirements: and he should have a 
good understanding of the organization's employment policies and procedures. 

Should be receptive and sensitive to the way his behavior affects others. 

Should have a working knowledge of such topics as individual 
differences, personality dynamics, motivations, frustrations, abilities, attitudes, 
and other human traits. By continuing to improve in these and other ways, they 
not only recognizes "the challenges of their art," but goes a long way towards 
meeting that challenge. 

Interview Technique or Conducting Interviews 

A successful interview of a candidate is a specialized technique which 
requires a thorough grounding in the art of conducting interviews. The typical 
sequence of functions that occur in the course of an interview are: (i) 
Preparation; (iii) Setting; (iii) Conduct of interview; (iv) Close of interview; and 
(v) Evaluation. 

Preparation forthe Interview 

Advance preparation by the interviewer is basic to the success of an 
interview for two important reasons. First, as the interview is generally too short 
to cover all the items that should be included in it, an advance for it will enable an 
interviewer to cover all important aspects. Second, an advance preparation is 
necessary for the interviewer if he wants to remember the facts and the main 
points which he wants to cover in the interview. A number of decisions have to 
be taken and arrangements have to be made before the interview begins. 
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These include: 

(a) The determination of the specific objective of an interview; 

(b) The choosing of an appropriate method of accomplishing the 
interview objectives; 

(c) Acquainting oneself with the known information about the interview 
so that factors needing emphasis may bepre-determined; 

(d) Determining the numberof interviewers. 

(e) Looking into the administration details, such as the place of 
interview, its approximate duration, and other arrangements. 

Determination of Interview Objectives : According to the 
American Management Association, the main objectives of 
interviews are: 

• To afford the interviewer an opportunity to judge an applicant's 
qualifications; 

• To give the applicant the essential facts about the job and the 
company; 

• To establish a rapport-a feeling of mutual understanding and 
confidence between the personnel department and the applicant; 

• To promote goodwill towards the company, whether the interview 
culminates in employment or not. 

In an interview, adequate information can be had in six broad areas: 

1. Personnel characteristics, such as physical appearance, health, 
sense of humor, quickness of reactions ready-wittiness, cultural 
level, ability to organize thoughts, dress, poise and grooming, self- 
confidence, alertness, the standard and style of conversation, facial 
expressions, manners and general working habits. In an interview, it 
can be found out how an applicant deports himself, whether he is 
out-going, an extroverted, or a well-adjusted person or whether he 
is very shy, introverted, and unresponsive. 

2. Technical competency — information about the examinations he 
has passed, the grades, divisions obtained, awards and honors 
won, extra-curricular activities. An interview provides an opportunity 
for a further exploration: why did the applicant choose a particular 
school or college? What did he do during the vacations? Which of 
the extracurricular activities or hobbies gave him most satisfaction? 
Do his academic results reflect his ability correctly? 
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3. Initiative, common sense and a general smartness. Ability to inspire 
confidence with sustained effort This can be known at an interview. 

Career Planning 

If an organization wants to retain talent, it needs to address the innate 
aspirations of its employees for growth, development and career advancement. 
Career Planning involves efforts on part of the organization to provide growth 
avenues to its employees. Career planning and career mapping differ in the fact 
that the former is a plan in which the entire, or at least the maximum, part of the 
career of the employee is mapped out whereas the latter is a map locating the 
places where the talent lies. Ideally, a Career plan is a blue print of the journey 
that the employee takes from the day he joins until his/her retirement. 

An individual is anchored to his work life on the basis of his/her 
competence, security, independence and creativity. An amalgam of all these 
factors decides the employee's desire to stick to their job. 

Managers love to take on responsibility. They like to influence decisions, 
control others and solve problems. This is what is meant by managerial 
competence. Every job must give opportunities such as these to the employee 
in order to make them happy. Then there is security-salary, stability, adherence 
to a place or city of their choice, all make up this category. Disturb these and the 
employee will lose his equilibrium. 

Independence involves the possibility for the employee to choose his 
working time; pace of work, holiday and free time planning possibilities. The job 
that provides him/her these will make his/her family life happy as well. 
Managers like to be given a free hand to try out their ideas. This encourages 
creativity. The more creative the person is, the more they enjoy their work. Thus 
any organization that provides all these keys will unlock the mystery of 
retention. 

Every employee goes through the stages of exploration, establishing, 
maintenance and decline. When an employee joins, they explore the 
organization and the job. If they feel comfortable they will mentally decides to 
continue in the path or else they may want to try something else where all the 
above elements are satisfied . 

Organizations need to help their employees explore this possibility. It is 
not uncommon that production people have gone into marketing and finance 
people choose human resources. In fact, many companies believe in job 
rotation which is, of course, voluntarily acceptable to its people. This new jobs 
smothers staleness and renews the spirit of the employee to work. Once an 
employee gets established, they seek ways to add value to that position with 
the twin goals of getting a larger reward in terms of money and happiness at 
work. 
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Developmental possibilities need to be given to the employee. Career 
planning should involve large portion of developmental activity and possibility. 
Now the employee has reached the stage of maintenance. At this stage he 
feels no new ambitions and has reconciled to his position and skills. At this 
stage people are least reluctant to change. Retirement is the fourth stage and 
planning for retirement will make the last years of an employees stress free and 
comfortable in the organization with which they will inevitably part ways. 

Successful career plans need to take these aspects and focus on 
making a plan that incorporates all these elements. 

Prerequisites to successful career planning are : 

1 . Top management involvement and support. 

2. Selling Career planning as an internal HR brand since all employees 
will participate in chalking outtheirown developmental needs. 

3. Availability of all HHR processes such as job descriptions, 
appraisals etc. in place to facilitate identification of talent and 
mapping for growth. 

4. Counseling provided to employees to help them identify careers in 
the organization. Employees at many times are unsure or uncertain 
about what their future can be. Some are overtly ambitious and 
come up with unrealistic expectations. Counseling is important to 
guide the employees in the process of adjusting their vision with 
reality. 

5. Fairness in promotion as recognized by employees, expanding 
organization to facilitate careers and upward movement. 

6. Training and developmental opportunities to fill gaps if any between 
profile and skills CareerAssessments. 

The following steps can promote better career planning : 

1. Fitment Assessment: Once an employee has stabilized in the 
organization, he needs to be assessed for his future plans by 
administering a questionnaire and then fitting these into the reality 
that the organization has to offer. 

2. This can be a continual process and can be best done on-line as in 
some companies like Go to Customer Ltd. (See box below). 
(Provide documentation of your source.) The employee can be 
counseled from time to time and one of the evaluatory steps can be 
to assess his changing requirement for a better job within. 

3. Developmental inputs: Training and development either internal or 
external will fill gaps and help promote the aspirations and match 
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them with organizational needs. Assessment of training needs and 
encouraging employees to get trained should be a regularfeature. 

4. Need opportunity alignment: Systematic choice in training, rotation 
of jobs, special assignments, counseling help is aligning career 
needs of the employee with fitment possibilities of the organization. 
This is a crucial role for HR to play in identifying these possibilities. 

5. Career pathing; Career opportunities in the organization should be 
made known to employees on a regular basis in order to fill the 
vacancies from within rather than outside. Isn't this what retention is 
all about? Medium and long range availability of jobs and 
empowering employees to pursue them helps in employee and 
organizational growth and cuts in hiring costs, increasing efficiency. 

6. Self developmental opportunities: Climate that encourages self 
development can replenish the cost of developing employees for 
future roles. This can be done by: 

A. Having in place a well stocked library relating to business of the 
company. 

B. Facilities for attending conferences and seminars. 

C. Reimbursing fees of the employees fordoing part time courses after 
working hours and encouraging employees to take such courses 
and exams. 

Planned self development : A self developmental audit can be conducted 
from time to time to assess developmental needs. Now we come to the actual 
plan. The following are the important steps involved in career planning: 

1. Manpower Plan: First step is the preparation of a manpower plan for 
the organization. This will show the future replacement needs. It will 
also trace career paths for the various categories of employees. 

2. Employee short listing for career advancement: On the basis of the 
appraisals both of performance and career planning/self 
development and counseling, identify the employees in each 
department who want a career plan and to whom this plan can be 
provided. 

3. Formulation and implementation of the Training and developmental 
plans for each employee. 


4. 


Review, periodically, the plans. 
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Self Devlopment And Assessment 

Go to Customer Ltd is an Indian company having links with 
Multiple Zones of the USA. Here self development and self assessment 
are monthly phenomenon for all employees. Once a month towards the 
end each employee gets a short self appraisal form which contains a 
part on feed back to the company on self development needs 
implemented and recommended. Similar monthly evaluations of each 
employee has to be completed by each supervisor of that employee. 
Thus both appraisals and development is made a part of the system. 

Here is an example of Self developmental Questionnaire of a 
HHR Manager 

Write down major responsibilities you have in your job and rate 
them on a 4 point scale on how you are discharging each. 

HR Manager 

Excellent 

Good 

Average 

Poor 

Take training programs 





Coordinate Training programs 





Finalize managerial 
recruitment in time 





Resource candidates 
for assignment 





Handle personnel relations 





Publish house journal 





Prepare quality handouts 





Similar self assessment can be made on other qualities and skills; 
Technical competence Intelligence 
Integrity Potential for growth 

Motivator Communication skills 

Initiator Decision taking skills 
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Relationships? 

Poor relationships in an organizat 
assessment and consequent develop 
relationship handling can be vital. 

Example 

How is your relationship with your: 

ion can 
ment towar 

Excellent 

amper 
ds filling 

Good 

growth ar 
any lacui 

Average 

id an 
lae in 

Poor 

1. Boss 





2. Peers 





3. Subordinates 





4. Clients 





5. Third parties 





6. Other departments 






On the basis of the above evaluations a self assessment balance sheet 
can be prepared 


1. Assets 

II. Liabilities 

• Training Program coordinated 
within Time. 

• Coordination was not proper in 
arranging programs in production 
for employees 

• Maintained good 
communications with 
other departments 

• Missed deadline for getting 
candidates for accounts assistants 
Delay in publishing house journal 

Could do with a program on time management. 

Need to improve contacts with resourcing agents/consultants 
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Resumes 

Not much has been written in the way of helping the Human 
Resource Manager to become successful at choosing the right resume for 
the right position. The key to managing resumes that fit into any particular 
company is in how the process is organized. 

How many times has a resume come in for a job and the person don't 
qualify? If the resume is from a rocket scientist and the position applied for is a 
biology teacher, chances are it is not going to work. Get rid of resumes that do 
not qualify. Do not be afraid of the paper shredder. In some rare instances, a 
resume may cross over as in this example; Administrative help and Word 
Processing. The person applying for a job in Admin may also have skills in 
Word Processing. If your organization utilizes both types of jobs, then the 
resumes becomes dually important. Background is important in all resumes. 
Many times you will find in the background of the resume, qualifications for 
perhaps another position the company has available. 

Looking for that perfect resume is often times very elusive and 
depending on the size of the organization, can be a very overwhelming task. 
There are questions that can be asked to help the manager not to view the 
“whole elephant” but to look at it piece by piece. 

There are as many different ways to organize as there are HR 
personnel. The important idea is to utilize those ideas and ask those 
questions that will help for your particular company. 

What resumes do you NOT want? What specific one(s) are you 
looking for? 

After those two questions are asked, skim through the resumes at 
hand and ask, “Is this resume what we want? Is it job specific?” 

Once this determination is made then you can move on to the next 
step in the process of organization. The position (s) that need to be filled 
might require a certain level of education, correct grammar and spelling, 
format, references, salary range, and will be job specific in details for the 
position applied. 

Take the next step; browse through the resumes and if the job requires a 
level of education such as a Bachelor's Degree, then lookforthis particular item. 
If the resume satisfies this requirement set it aside. This process will 
eliminate the need for reading resumes that will not be needed for this 
specific position. 

By now, one should have only a few resumes to read through that 
qualify to fill the position. These first few steps save a tremendous amount 
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of time leaving a less daunting task. Now is the time to thoroughly read 
those resumes that have been sifted through, to the action task. Look for 
job specifics, such as, required skill set, years of on the job training, 
stability within companies the applicant has worked for, references if 
included, presentation of self, software knowledge, and depending on 
what position, knowledge of job skill. Sometimes, if the salary range is 
higher than you expect to pay, and the qualifications required are correct, it is 
worth setting this resume aside as a viable option. Negotiation might prove to 
be a valuable asset to gain the “just right” employee. 

At this point, many companies will respond to every resume that 
enters the company they reject. However, depending on how the HR 
department is set up, this might not be feasible option. Responding to each 
and every resume is time consuming and depending upon the size of the 
company can be very demanding. This is where part of the process of 
organization comes into play. Those resumes that have been sifted from 
the chaff are those worthy of a response. The response can be set up in 
standard form letter, where all that would be needed would be the name, 
date, and a signature. 

This will bring you to the next step of the organization method. 
Organizing the resumes that qualify, mostly qualify, might qualify, and 
maybe qualify and compiling those resumes after the review process. 

How to Organize and Compile 

Now is the time to go through each of the resumes with a fine tooth 
comb. Read each resume completely. Highlight the sections that qualify for 
all requirements that are specific for the position. If you are looking to hire a 
receptionist, then highlight specifics on the resume that pertain to 
answering phones, meeting and greeting incoming guests or clients, mail 
distribution, computer skills; whatever the company job description is 
requiring. Does the position require a high school diploma or an AA or 
experience equivalent? How much experience is required? Are you willing 
to train for this position or do you expect to hire someone who can function 
with minimal experience? 

To organize this next phase of resumes, the process should include 
categories. There should be three different categories. One category should 
be a definite “Yes”; the second “Possibly” and the third “Back-Up.” 

The “Yes” category resume should possess all of the qualifications that 
meet the requirements of the open job position. It should contain the proper 
education level, salary range, experience, and detail that pertain to job 
specifics. 

The “Possibly” category will possess most of the qualifications that 
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meet the requirements of the open job position. Maybe the years of experience 
are not quite what should be expected but the salary requirement and 
education level is in line with the job specifics. 

The “Back-Up” category will contain those resumes that have blanks in 
their qualifications. They might contain the proper education level but the 
experience is low and the salary is high; or might contain any of the mix of 
qualifications or qualifications that are lacking. These resumes are to be used 
when and if the “Yes” and “Possibly” category somehow become depleted 
through the interview process. 

Once you have this part organized it is time to create a tracking 
process. There are many ways to accomplish this process and much 
depends on what is feasible for the individual who will be assuming this task. 

The following organization process can be modified to fit the need of 
the department to create a smooth and cohesive solution. The first step is to 
create a working spreadsheet. This spreadsheet will contain different pages for 
each category. To start, create a spreadsheet for the “Yes” category by creating 
a heading that is appropriate for these resumes. 

Alphabetize the resumes by name and create columns that include 
the date and job description. Fill in the date that you received each 
resume of this category. The next step is to create columns that will reflect 
why the resume qualifies for this category. Example: create columns for 
education level, years of experience, salary requirement, etc. Create columns 
that are necessary for all of the “must haves” and you might find that you will be 
switching some of the resumes back and forth between categories. 

Some ideas for the spreadsheet (Excelsheet): 

• Date received 

• Job category 

• Date contacted 

• Interview date & time; phone interview or in office interview or 
both 

• Testing date and type (if required) 

• Test accepted (or not) 

• Result of interview 


Hired (or not) 
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Once this has been completed for all appropriate resumes you will move 
to the next category of “Maybe.” Repeat the process of creating a new 
spreadsheet for this category with all of the appropriate data. Once the 
information has been created for these resumes and the shifting of 
categories has begun to happen, the beginning of clarification for exactly 
what type of resume you actually need and are receiving will help to 
facilitate not only the next category “Possibly” but will enable the facilitation of 
any new resumes that will be received during the collection process. 

There are many reasons for keeping a log/spreadsheet of resumes 
that come into the company. Not only does it help to facilitate the processes 
but will enable the Human Resource Manager to collect data necessary if 
the hospital is audited by internal or external audit. 

Create folders for each resume and label them by month received. 
Separate the categories for specific positions, i. e. accounting, engineer, 
architect, receptionist, etc. 

Example: Some hospital positions invite hundreds of resumes that 
will be received. Provide a folder for the admin support, another folder for 
architects, and so on. If you provide employees for every state, separate 
the states and make folders applicable for each state. Create spreadsheets 
for each state with applicable information. 

We have started the process of looking for the proper resume, 
eliminating and organizing, categorizing and recording, tracking and 
utilizing. The next step in the process of finding the right person for a job 
position is the interviewing process. 

The Interviewing Process 

For any position that is open, the manager should try and set up as 
many interviews as possible. The group that will be chosen to interview will be 
from the spreadsheet that qualified in all aspects and will be pulled from the 
“Yes” category. 

Determine the length of time that will be appropriate for each 
interview. Usually 30 minutes is acceptable; however sometimes if the 
applicant is interesting the time might be extended. 

Some of the applicants that will be contacted from this category will 
not be available. This will narrow the total of available in this category. Try 
not to have the job applicants scheduled too close together. Give each 
potential employee the time leave before your next appointment comes for 
their interview. Plan for someone arriving early; plan accordingly. After the 
scheduling has been completed, prepare yourself for the interview. 
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• Write down questions that pertain to the job. 

• Be specific about qualifications of the interviewee. 

• Make sure the questions you ask are appropriate. 

While some of the examples might be amusing, it is not amusing 
when a company receives a lawsuit for improper interviewing questions. 
The following may be used as a guide to help formulate questions to be 
used for an interview. 

Make sure your questions are worded properly. If you are asking 
applicants that are in “protected classes” questions that are potentially 
sensitive questions, you have set the stage for a potential lawsuit. One fact 
of the interview process is you simply cannot make a qualified decision to 
hire someone without asking questions, a lot of questions. 

Most authors agree that every pre-employment question should be 
asked with an exact purpose. The answers that are given will be used to 
make a decision in the hiring process. An interview question should be 
clearly job-related. Any other question is basis for discrimination as well as 
the impression your company is unprofessional. Make sure that all questions 
are related to an applicant's ability to perform the position/job and will be 
suitable forthat particular position. 

All questions are allowable only if the information sought is 
necessary for the safe and efficient operation of the business, the question 
is effective in targeting this information, and there is no other less 
discriminatory way to obtain this information. 

Train your interviewers to prevent inappropriate and illegal slip-ups. 
The simplest question can prove to be the improper question. Educating 
your interviewers will help to ensure that the questions will focus on past 
experience, prior employment, relevant education, and job duties of that 
particular position. This will help reduce legal exposure and will provide 
professionalism of the interviewing process. 
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CHAPTER 


Performance Management 



To err is human but not in health care 
- The Author 


Hospitals and Schools of Medicine that have a predisposed policy to 
attain excellence in teaching, research, and patient care have policies 
encouraging and supporting employees to excel in their work and 
development goals. The excellence of faculty, clinical, research, and 
administrative staff all help the the facility to achieve its service objectives. 

Performance Management includes on-going steps toward achieving 
excellence in performance. That begins with managers, supervisors, and 
employees working together to develop job goals and responsibilities, 
communicating continuously and candidly throughout the year, and discussing 
and assessing performance on an annual basis. The performance 
management process helps to insure that employees have the opportunity to 
strive to better their job performance, including the following concepts: 

• Performance is managed every day — not just at the end of the year 
at performance review time 

• For us to perform as an organization, we must excel at 
communication, coaching and feedback 

• Each of us is responsible for our development in our jobs and in 
our careers in order to perform 

Managing performance of the employees is the single most 
important and vital function of a HHR manager and also its successful 
implementation will determine the success of the performance of the HR 
Manager and the whole of the Health care workers. 

In fact no other area of HR has so much work done into it in the past 
100 years as this and yet there is considerable ambiguity in applying a HR 
performance management system due to vast number of theories that have 
evolved over the years in PMS( as performance management systems will 
hence forth be referred to). Even though almost all organizations use or 
want to use performance appraisals, there are a plethora of tools to 
measure performance appraisals and the problem comes in finding the 
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suitable ones and eliminating unfair judgments. Technique apart, the 
success of any PMS depends upon consistency of application, clarity in 
measurement standards and ratings free from bias. 

Definition : 

PMS is a system of procedures and rules that determine how well or 
unwell the employees in an organization are performing. Earlier, in large 
organizations, managers were subject to periodic performance reviews in 
order to ascertain what salary hikes and promotions to award them but over 
the years PMS has been linked to Management by Objectives or MBO and 
this have evolved to become the standard pms Performance Management 
System widely applicable. In fact, Peter Drucker proposed MBO way back 
in 1954 in "The Practice of Management" 1 whereby concrete objectives 
were set jointly by superior and subordinates establishing short term 
performance goals as well as efficiency improving methods to improve the 
efficiency of the subordinate as well as his department. This was evaluated 
after affixed period of time, say six months, to determine whether the goals 
were achieved and what short comings followed. These short comings were 
evaluated to determine if something could be done by way of training inputs, 
or structural changes such as transfers, demotions, change of job etc to 
give impetus to the performance of the employee. And also to set goals for 
a further fixed period. MBO thus, just as PMS, consists of three elements: 
goal setting, participation and appraisal. 

i) Setting Goals : Goal setting involves setting both the 

Organizational as well as Departmental goals and then dividing 
them between the employees thus finding the niche for each 
individual where their joint contribution bolsters the department 
and subsequently, as well as consequently, the organization. 

Discussion of goals : The departmental goals are now to be 
discussed by the departmental employees and individual focus 
ascertained from this in an effort to determine what each 
individual can do to achieve the departmental goal. 

ii) Target setting : From this discussion and introspection, a set of 
targets emerge where each employee is told and knows what 
he/she has to do to help the department meet its objective. 
Target setting involves the important element of agreement. Each 
employee should be made to agree on his goals and targets and 
his agreement to achieve them over the period of time. Joint goal 
setting is not enough. Effective programs requires that superiors 
anticipate snags and impediments that may occur and work out a 
plan of action showing in details how the goals are to be reached. 
In addition, they feel that performance development objectives 
should be framed that will help the employees to develop and 
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reach the goals. With intensive participation, a MBO PMS can 
give direction to both the individual as well as Organizational 
goals. The two main advantages of this system are that on one 
hand it is a highly motivating process as each individual goes 
through the process of achievement of their tasks; it can be a 
very exciting process for them. Also, since MBO aims at the 
future, it becomes a style of management that emphasizes 
forward planning rather than aimless firefighting. 

iii) appaisals : A performance review or evaluation development 
discussion, or appraisal of the participation which is both 
documented and evaluated. 

Important Elements of a MBO type performance appraisal are: 

1. Each Manager identifies his key effectiveness area where he 
should show result. 

2. And establishes his long-term and short term objectives. 

a. They are to be such as to be quantified, objective and time 
bound. 

b. Should be horizontally linked to the objectives of the peers in 
the Department; and vertically aligned with the objectives of 
the boss. 

c. They should be related to the Total organizational Plan. 

d. They should be jointly established by superior and employee. 

Self-appraisal, peer review, and 360° evaluation (as appropriate) 
are practiced in for all levels in the organization. Performance evaluation is 
an integral part of the life of the hospital organization. Managers, 
colleagues and coworkers provide feedback as well as support for the new 
employee. As staff continues to develop expertise in practice, they are 
encouraged to use clinical narrative as a tool to evaluate their professional 
practice. 

Before evaluation has been implemented for, each employee 
completes a self-evaluation and is also evaluated by direct reports, peers 
and her/his immediate supervisor. The evaluation on core competences: 
building relationships, leading, standards and accountability, planning and 
decision-making, communication and developing people. Specific results 
are shared for formulating a personal development plan. Leadership 
competencies can be developed on this ground work. 2 

Feedback given to a resident by evaluators who are families after 
interactions not only provides the resident with information to improve skills 
but also may provide insight into deficiencies that the resident does not 
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realize exist. Study of 360° evaluations of pediatrics residents in the 
outpatient setting suggests that different stakeholders in the health care 
interaction have different perspectives on the professionalism and 
interpersonal and communication skills of the resident physicians. The 
study reflected a practical use of multiple evaluator feedback in a residency 
program that can be replicated annually or biannually. The results suggest 
that 360° evaluations that incorporate multiple perspectives on care might 
provide additional useful information. The information obtained from 360° 
evaluations can guide feedback to residents on their interpersonal and 
communication skills and may lead to improved patient care. ” 3 

Performance Evaluation of Hospital Employees through Ongoing 
Appraisal Systems 

Managing employee performance is an integral part of the work that 
all managers and rating officials perform throughout the year. It is as 
important as managing financial resources and program outcomes because 
employee performance or the lack thereof, has a profound effect on both 
the financial and program components of any organization. Performance 
management policy should be designed to document the expectations of 
individual and organizational performance, provide a meaningful process by 
which employees can be rewarded for noteworthy contributions to the 
organization, and provide a mechanism to improve individual /organizational 
performance as necessary. To accomplish these objectives, managers 
need to identify organizational goals to be accomplished, supporting the 
overall strategic mission and goals of the Department, monitor and evaluate 
employee performance, and use performance as a basis for appropriate 
personnel actions, including rewarding noteworthy performance and taking 
action to improve less than successful performance. 

REVIEWING PERFORMANCE 

The performance review process for physicians in hospitals has 
historically been varied and informal. Performance reviews should not be 
viewed as a punitive activity, or as one that imposes an unnecessary 
administrative burden. Ultimately, it is about setting and tracking objectives 
towards continued improvement and skill development. Performance 
reviews aid physicians in setting objectives to appropriately balance their 
activities to achieve the greatest outcomes. 

Often times, an organization will mandate that physicians and other 
healthcare professionals adhere to a Code of Conduct through a Statement 
of Commitment or Physician Engagement Agreement. This not only sets 
the bar for personal performance, but also emphasizes organization-wide 
priorities for individual performance (e. g. , commitment to quality, 
teamwork, respect). In a 2010 article written by Robert D. Behn titled, Why 
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measure performance? Different purposes require different measures, the 
author identifies eight guidelines that managers can use to measure 
performance. These guidelines were developed for any public sector 
organization, and can also be applied to physician leaders in the hospital 
setting: 

1. Evaluate : how well is my organization performing? 

2. Control : how can I ensure that my subordinates are doing the 
right thing? 

3. Budget : on what programs, people, or projects should my 
organization spend the public's money? 

4. Motivate : how can I motivate front-line staff, middle managers, 
stakeholders, and citizens to do the things necessary to improve 
performance? 

5. Promote : how can I convince government, legislature, 
stakeholders, journalists, and citizens that my organization is 
doing a good job? 

6. Celebrate: what accomplishments are worthy of the important 
organizational ritual of celebrating success? 

7. Learn : what is working or not working? 

8. Improve: what exactly should we do differently to improve 
performance? 

While the emphasis on each of these eight items will and should 
vary by context, benefits from reviewing performance are apparent in nearly 
all environments. In this light, individual performance management is 
regarded as part of a greater whole. Such an approach assumes that 
healthcare professionals are motivated to perform well and that the 
organization is responsible for removing obstacles to high performance thus 
enabling individuals to correct any performance issues by providing the 
appropriate resources and support. 

Overview of Common Performance Management Models and Tools 

The two most common styles of performance management are 
rating-based (e. g. , peer ratings, rating scales, rankings), and outcomes- 
based (management of objectives and goal-set), it is assumed that 
improving the professional competence of individuals that provide health 
care services can improve the overall quality of care experienced by the 
patient. Performance management which is a constructive process for 
addressing deficiencies and leveraging strengths in professional 
competence has become a regular human practice in hospitals. 4 
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It is a powerful tool to calibrate, refine and reward the performance 
of the employee. It helps to analyze his achievements and evaluate his 
contribution towards the achievements of the overall organizational goals. 
By focusing the attention on performance, performance appraisal goes to the 
heart of personnel management and reflects the management's interest in the 
progress of the employees. 

E- Performance management : (See Chapter 9 on HRIS) 

The online performance evaluation process assists in providing timely 
and relevant work - related information from both within and outside the 
hospital. Following are the benefits: 

• performance tracking and reporting 

• external benchmarking 

• knowledge / experience acquisition 

• corporate performance analysis 

• employee engagement and dedication 

• manpower retention 

• HRMS integration 

According to James Rolio 5 performance management is the process 
of continuously attracting, developing and retaining talented employees. In 
his pocket guide book, entitled Performance Management, he provides 
superiors, work groups and HR professionals, guidelines for planning, 
counseling, mentoring, appraising and recognizing employee productivity. 

The fact that managers are responsible for creating conditions that 
motivate the employees, eliminating performance problems, providing 
development opportunities, and reinforcing effective behavior as these are 
prerequisites for increased patient satisfaction level and grievance handling. 
Besides, employees should be provided coherent instructions regarding 
their objectives, training and a depiction of how they will be evaluated 
regarding their performance for a specified time period. 

Feedback process : 

The vitality of feedback conversations between employees and 
managers is as follows: 

• openness and clarity in the workplace 

• establish energy and optimization 

• focus on specifics 
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• exhibit acknowledgement, appreciation and thankfulness 

• confront organizational politics and non - performance / subdued 
productivity 

• remember it is a dialogue, not a monologue? 

• Encourage, support, energize and synergize. 

Employees are motivated to alter or change their job performance 
when they receive negative feedback from a credible source, or is of high 
quality or is delivered in a constructive or considerate manner . 6 

Eliminating poor performance: 

Given the fact that hospitals around the world rests on the pillar of 
genuine patient care and quality treatment facilities, non performance or 
poor performance needs to be dealt with priority. Providing negative 
feedback only at the time of annual or quarterly performance review could 
lead to employee resignation or quitting work without actually quitting the 
job. Henceforth, improved performance occurs only through continual 
coaching, guidance, training and employee support. Moreover, employers 
should believe in offering feedback in a non - judgmental and non - 
threatening manner as expressing disappointment and anger could be non - 
productive. 

However, after repeated warning and necessary training / 
counseling, specific action should be taken against the employee / 
employees (as per the organizational policies), if disinterest and poor 
performance persists. 

PROCESS OF PERFORMANCE APPRAISAL 
Establishing performance standards: 

The first step in the process of performance appraisal is the setting 
up of the standards which will be used to as the base to compare the actual 
performance of the employees. This step requires setting the criteria to 
judge the performance of the employees as successful or unsuccessful and 
the degrees of their contribution to the organizational goals and objectives. 
The standards set should be clear, easily understandable and in 
measurable terms. In case the performance of the employee cannot be 
measured, great care should be taken to describe the standards. 

Communicating the standards: 

Once set, it is the responsibility of the management is to 
communicate the standards to all the employees of the organization. 
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The employees should be informed and the standards should be 
clearly explained to the employees. This will help them to understand their 
roles and to know what exactly is expected from them. The standards 
should also be communicated to the appraisers or the evaluators and if 
required, the standards can also be modified at this stage itself according 
to the relevant feedback from the employees or the evaluators. 

Measuring the actual performance: 

The most difficult part of the Performance appraisal process is 
measuring the actual performance of the employees that is the work done 
by the employees during the specified period of time. It is a continuous 
process which involves monitoring the performance throughout the year. 
This stage requires the careful selection of the appropriate techniques of 
measurement, taking care that personal bias does not affect the outcome of 
the process and providing assistance rather than interfering in an 
employees work. 

Comparing actual performance with the desired performance: 

The actual performance is compared with the desired or the 
standard performance. The comparison tells the deviations in the 
performance of the employees from the standards set. The result can show 
the actual performance being more than the desired performance or the 
actual performance being less than the desired performance depicting a 
negative deviation in the organizational performance. It includes recalling, 
evaluating and analysis of data related to the employees" performance. 

Discussing the result: 

The result of the appraisal is communicated and discussed with the 
employees on one-to-one basis. The focus of this discussion is on 
communication and listening. The results, the problems and the possible 
solutions are discussed with the aim of problem solving and reaching 
consensus. The feedback should be given with a positive attitude as this 
can have an effect on the employees' future performance. The purpose of the 
meeting should be to solve the problems faced and motivate the employees to 
perform better. 

Decision making: 

The last step of the process is to take decisions which can be taken 
either to improve the performance of the employees, take the required 
corrective actions, or the related HR decisions like rewards, promotions, 
demotions, transfers etc. 
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MODERN METHODS OF PERFORMANCE APPRAISAL IN THE GLOBAL 
HEALTHCARE INDUSTRY 

Assessment Centre: 

An assessment centre typically involves the use of methods like 
social/informal events, tests, exercises and assignments being given to a 
group of employees to assess their competencies to take higher 
responsibilities in the future. Generally, employees are given an 
assignment similar to the job they would be expected to perform if promoted. 
The trained evaluators observe and evaluate employees as they perform 
the assigned jobs and are evaluated on job related characteristics. The 
major competencies that are judged in assessment centers are 
interpersonal skills, intellectual capability, planning and organizing 
capabilities, motivation, career orientation etc. assessment centers are 
also an effective way to determine the training and development needs of 
the targeted employees. 

Behaviorally anchored rating scales: 

Behaviorally Anchored Rating Scales (BARS) is a relatively new 
technique which combines the graphic rating scale and critical incidents 
method. It consists of predetermined critical areas of job performance or 
sets of behavioral statements describing important job performance qualities 
as good or bad (for e. g. the qualities like inter-personal relationships, 
adaptability and reliability, job knowledge etc). These statements are 
developed from critical incidents. In this method, an employee's actual job 
behavior is judged against the desired behavior by recording and comparing 
the behavior with BARS. Developing and practicing BARS requires expert 
knowledge. 

Human resource accounting method: 

Human resources are valuable assets for every organization. 
Human resource accounting method tries to find the relative worth of these 
assets in the terms of money. In this method the Performance appraisal of 
the employees is judged in terms of cost and contribution of the employees. 
The cost of employees include all the expenses incurred on them like their 
compensation, recruitment and selection costs, induction and training costs 
etc whereas their contribution includes the total value added (in monetary 
terms). The difference between the cost and the contribution will be the 
performance of the employees. Ideally, the contribution of the employees 
should be greater than the cost incurred on them. 

360 degree appraisal: 

360 degree feedback, also known as ’ multi-rater feedback', is the 
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most comprehensive appraisal where the feedback about the employees" 
performance comes from all the sources that come in contact with the 
employee on his job. 

360 degree respondents for an employee can be his/her peers, 
managers (i.e. superior), subordinates, team members, customers, suppliers/ 
vendors - anyone who comes into contact with the employee and can provide 
valuable insights and information or feedback regarding the ‘‘on-the-job” 
performance of the employee. 360 degree appraisal has four integral 
components: 

1. Self appraisal 

2. Superior's appraisal 

3. Subordinate's appraisal 

4. Peer appraisal. 

Self appraisal gives a chance to the employee to look at his/her 
strengths and weaknesses, his achievements and judge his own 
performance. Superior's appraisal forms the traditional part of the 360 degree 
appraisal where the employees responsibilities and actual performance is rated 
by the superior. Subordinates appraisal gives a chance to judge the employee 
on the parameters like communication and motivating abilities, superior's ability 
to delegate the work, leadership qualities, etc. Also known as internal 
customers, the correct feedback given by peers can help to find employees 
abilities to work in a team, co-operation and sensitivity towards others. 

In healthcare, competency assessment continues to be a concern its 
importance, along with ongoing education for employees stressed. 

Improvising on 360° evaluations 

Many healthcare facilities have developed specific technical- 
competency requirements to ensure quality of service. This team discussed 
various review mechanisms, including Micheli’ s 360-degree review 
process, which uses various sources (supervisors, colleagues and peers, 
for example) to give input that will be broader and more comprehensive of 
employee performance. The team incorporated such key leadership 
expectations as visioning, empowering, modeling, communication, 
stewardship and self-development into the tool. Called Leadership 
Enhancement And Development (LEAD), the tool could be completed by a 
peer, supervisor, and direct report or even used for self-review. 7 

The physician's Leadership Resource manual of the Ontario Hospital 
Association has this example for self assessment and other 360 0 assessment 
participants. 
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360° Form that is circulated all elements 



PERFORMANCE CATEGORY 


- A 

■ B 

C 

D 

*• 

Job Knowledge: 

The total knowledge possessed by the employee 
with respect to job responsibilities 







2. 

Quality of Work: 

The value, accuracy & acceptability of work produced 
compared to expected standards 






3. 

Communication: 

Skills used in daily interaction with internal external counter- 
parts. 

Includes willingness to listen & ability to give clear input 






4. 

Problem Solving: 

The degree of reasoning &. interpretation exercised by 
the employee. The soundness of decisions 
& conclusions in line with assignments, needs and 
Resources. 






5. 

Service Orientation: 

Ability to provide high levels of service to meet internal/ 
external customer needs 






6. 

Team Work: 

Demonstrates the reliability, co-operative mindset and respect for 
Others necessary to Contribute to team efforts 
The ability' to function as part of a team 






7. 

lnitiative/Keliabilitv: 

The degree of energy. Aptitude displayed by the employee in 
Executing assignments Follows through to completion 
assigned tasks and projects in a professional and expedient 
manner with minimal reminding 







PER FORMANT E CATEGORY 

1 A 

. A . 

B 

C 

D 

8. 

Commitment to Company 
Goals: 

The extent to which the employee keeps company objectives in 
mind on day-to-day basis 






9. 

Interpersonal Relations: 

Consider the degree of Co-operation with colleagues. 
Subordinates and seniors and His adaptability to new Situations 






10. 

Cost consciousness: 

Efforts towards optimum Utilization of available Resources 
and elimination of Waste. 








Human Resource 

90% and 
above(A+) 

75% and 
above(A) 

60% and 
above (B) 

45% and 
above (C) 

Below 45% 

sm 

SI. 

Characteristics 

Excellent 

Good 

Satisfactory 

Average 

Unsatisfactory 

1 

Discipline & Behavior 






2 

Integrity 






3 

Attendance & Punctuality 
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ACASE STUDY ON APOLLO HOSPITAL, DELHI, INDIA 

Following performance appraisal methods are followed by Apollo 
Hospital, Delhi (700 -bedded tertiary care JCI accredited hospital): 

• Selfappraisal 

• Appraisal by the HOD 

• Appraisal by the HR Manager 

The company has been adopting three approaches for evaluating 
performance of its employees. In top to down approach the senior in position to 
the employee evaluates the performance of the employee on various 
parameters. In this approach, the superior rates the subordinates on various 
parameters. The subordinate is judged on the basis whether he has been able 
to come up to the expectations of the organization. The employee also fills up a 
self appraisal form wherein he mentions what all responsibilities he was 
assigned and how well he did all the work. In this all the achievement by the 
employee is highlighted. This report is further sent to employee's superior for 
approval. 8 
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CHAPTER 


Workplace Violence 



Extreme remedies are appropriate for extreme diseases. 

- Hippocratus 


Most employers are obliged to provide their employees with a safe 
working environment. In Hospitals and medical facilities, there is already 
the security element, cameras, watchmen, security, supervision etc. But 
the environment is also open to emotional issues like death, injury. 
Infiltration of the premises by relatives of patients. Violent patient behavior 
or drug induced reactions. So how do managers here mitigate this new risk 
of violence in the workplace? What exactly is workplace violence? 

Workplace violence are practiced by current or former employees, 
they can also include patients, job applicants, independent contractors, 
consultants, vendors, customers, and employee's friends or family. This 
includes verbal, visual, written or physical forms. 

The number one cause of employee violence is negligent hiring. The 
second is lack of vigilance. 

Pre-employment screening can prove effective if it is done legally 
and properly. Many employers never perform a background check on a 
potential employee. The references on the resume are never contacted. 
When a background check is performed, a person's relevant data is exposed. 
Make sure the references are verified. It is surprising how many of these 
references are actually false. Make sure the dates of employment are not 
stretched to cover dates of unemployment. 

Some of the general types of threats are direct threats which actually 
imply bodily harm. Such a threat might be: “I can hardly wait to get you alone and 
you'll really regret it.” 

A veiled threat could be the use of body language. This is still a 
threat and needs to be address as such. 

Aconditional threat is “If you tell anyone, I'll make sure you are sorry!” 

It is well worth the money spent to investigate a background than to 
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face potential lawsuits down the line. How does a company guard against 
this new threat to the work place? The first important item should be training 
managers how to question potential employees during the interview. There 
are questions that cannot be asked but there are situational examples that 
can be asked to probe the past experiences of the potential employee. 
Situational exercises can give valuable insight into a person's character. These 
situations can focus on the candidates' honesty, ideas, trustworthiness, 
adaptability, and the willingness to be able to work in the company's 
environment. 

The second cause is lack of proper supervision. Let's look at this 
example. An employee comes to the HR manager complaining of another 
employee smacking him on the wrist with a ruler during a group discussion. 
Because others thought it was a joke, he assumed he was being overly 
sensitive and didn't report the action. However, the next day the employee was 
knuckled on the head while reading papers in the group discussion. This time 
he reported to the HR manager both incidents. Now at this point one of two 
things could happen. The HR manager either takes this employee who is 
getting hurt seriously or can brush it off as just a group situation where the 
other employee was just joking around. 

Luckily for this company the HHR manager was concerning and 
went directly to the abusive employees supervisor. They both brought the 
employee in and asked if there was a problem and if he could please stop 
the behavior towards the other employee as it was being misconstrued as 
abusive behavior. This employee then blurted out that he couldn't stand the 
other employee but would not bother him again. The very next day, the abused 
employee came in with another complaint; he was walking down the hall when 
the abusive employee kicked him in the calf of the leg, calling him names as he 
pushed past him in the hallway. 

The HHR Manager immediately had the abusive employee called in 
with a second disciplinary action. HHR and the supervisor decided that this 
employee needed anger management classes and immediately enrolled 
him in a 6 week course and removed him from the project that had him working 
with the employee that he disliked. He was placed on another project and 
because he had never exhibited this type of behavior before was warned that if 
he didn’t complete the anger management classes and stay away from the 
other employee, he would be immediately terminated. 

Six weeks later the employee came to tell the HHR manager that his 
anger was really with his family life at home and he even apologized to the 
other employee that he had hurt. No more incidents occurred and the 
problem never surfaced again. 

The employer who fails to respond to complaints about an employee's 
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behavior is asking for trouble. This HR Manager and supervisor were able to 
stop a potentially violent situation by first listening to the abused employee 
and taking him seriously. They gathered information and decided upon a 
proper course of discipline that would be the most helpful to all involved. 
Being proactive with the assessment of the situation not only helped the 
employees but the company as well. They were able to determine the 
severity of the behavior before they imposing discharge or termination that 
resulted in a position win/win situation. 

Train managers and supervisors that not all disagreements have to 
end in an argument. They need to know how to respond to all types of 
situations that might occur from name calling to actual physical 
confrontations. Managers need to know there are two sides to every story. 
Personal anger must be kept in check. Learn how to respond positively 
towards another’s anger. Some situations must cool down before they are 
approached. Trying to confront anger with anger head-on can spell disaster for 
everyone involved. Keeping your cool under difficult circumstances is effective 
strategy for defusing an escalating argument. 

Sometimes anger might be justified. Listening without agreeing or 
disagreeing can help get you the desired results. Just being able to get a grip on 
your own emotions will help other stay calm and rational. Never be sarcastic 
or hostile. In plain words, just staying calm will help others cool off. 

How can a manager or supervisor detect potentially violent behavior? 
Every employee has their own type of personality or quirky behaviors. But 
there are indicators that all managers can detect certain behaviors that may 
be harmful. 

Employees at risk may exhibit some of the following behaviors: 

1. Poor self-esteem 

2. Sudden changes in behaviors or traits 

3. Tendency to become easily frustrated or impatient 

4. Unstable family 

5. Fascination with the military or law enforcement 

6. History of job hopping 

7. Substance abuse 

8. History of mental illness 

9. History of interpersonal conflict and violence 

10. Loss of responsibility 
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11. Lack of social rapport -a loner 

12. Extremist opinions or attitudes 

13. Intrigued with violent acts 

14. Difficulty with controlling temper 

15. Paranoid behavior or depression 

16. Physical or verbal intimidation 

1 7. Holds grudges especially against supervisors 

18. Unwanted romantic interest, obsession with a particular person 

19. Has been fired or laid off 

20. Sabotages company property 

Again according to the same studies, there are five leading cause 
that could push a vulnerable employee over the edge: 

1. Job loss or demotion 

2. Problems at home 

3. Reaction to new company policy or a change in an existing one 

4. Excessive drug or alcohol abuse 

5. Romantic obsession with a co worker 

Termination; Voluntary and Involuntary 

Every Health Human Resource manager has to face the inevitable 
fact of the termination process. There are two basic types of separation; 
voluntary and involuntary. 

Voluntary termination usually is amicable; causal and employee 
driven. There are many reasons why employees will voluntarily leave a 
company. Maybe it is a monetary increase, family reasons, illness, looking 
for better benefits, whether the reason is medical or retirement offers. 

Involuntary termination can be for a Reduction in Force (RIF), wood 
shedding, disciplinary in action, meaning violation of policies and 
procedures, violence, drug abuse, or just because the employee is not 
performing their job duties in the way the company sees fit. 

In each case, voluntary and involuntary, there are classic mistakes 
that can be and are made. What are these mistakes and how can the HR 
Manager avoid making them? Some employees can become violent, angry, 
they will cry, and become defensive. At times, the HHR Manager will be 
threatened with a Court Case. 
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Here are some of the top reasons a company will become involved in 
a lawsuit: 

1 . Not following the laws of natural justice. 

2. Terminations not in accordance with the Industrial Disputes 
Act, 1948 or other statutes such as the Unfair Labour Practices Act in 
Maharashtra state 

The termination of an employee is an area that seems to be the 
easiest way to incur a potential court case; it is important that the manager 
terminate with tact. In both the voluntary and involuntary exit interview, it is 
imperative that the Manager be calm at all costs. In order for the company to 
avoid potential lawsuits, always have a second person available. This will 
minimize the employee's ability to question what you have said. Document the 
entire exit interview. There are many types of forms available that can be 
formatted to fit a company's needs. 

We will look at the voluntary exit interview. Just because the 
employee has initiated the separation does not mean that it will be a friendly 
parting. Utilize a form that asks pertinent questions in order to glean 
information. This information can be used in a retention program and is 
invaluable to the company. Ask questions like: 

1. What did you like best working for “XYZ”? 

2. What did you like the least? 

3. How did you get along with your direct supervisor? 

4. How did you feel about the company's benefit options? 

5. What can “XYZ” do to improve its relationship with its employees? 

6. Why are you leaving the company? 

Use other questions that seem appropriate for your particular 
company. Make sure that you and the employee sign and date the exit 
interview. Provide a copy for the employee. 

In the involuntary exit interview, the same questions may be asked. 
The term involuntary gives reason that the employee is not the one who 
suggested parting with the company. Following a few simple rules can 
negate emotions running high and leaving the door open for potential 
workplace violence. 

1. Just stay calm. Fire and fire do not mix. Do not make an 
already emotional situation worse by berating or giving the termination in 
front of others. Choose a time when the employee will not be surprised. 
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2. Usually, an employee will never be completely surprised by 
their termination. By giving them regular feedback, disciplinary notices as 
policies dictates, suggesting ways for them to improve will minimize the 
notice given. These types of documentation will provide real and valid 
reasons for their release. 

3. Be careful what you say. Unfortunately, this might be the one 
time the employee will remember every word you say. Because they will 
be upset, they will remember it in the worst way. 

4. Do not say too much. You don't need to discuss your reasons with 
any of the other employees. It is none of their business. Speaking too freely 
about why an employee was let go can sometimes land the company in the 
position of having to defend themselves possibly in court. 

5. There is no reason to be overly kind in the exit interview. It is 
appropriate to be empathetic or compassion but always be careful that you do 
not state how you feel in the “wrong way.” Stick to the facts. Do not be 
complimentary. These comments might end up in court in a wrongful 
termination lawsuit. 

6. Make the interview as short as possible. Do not let the 
employee lead the conversation. If you and the second person 
documenting the exit interview feel threatened in any way, immediately 
terminate the conversation and the interview. If the employee becomes so 
emotional that they cry and become defensive, wind up the meeting quickly. 

7. Make sure the employee is paid at the time of termination. Give 
them their final paycheck immediately. Again, according to law will depend 
on if you give them and vacation or sick time due, comp-time or any other 
monies due the employee. This will minimize and diffuse most situations in 
regards to what is due. 

The Human Resource Manager should know that Court cases exist. 
Avoiding retaliatory and wrongful termination cases can be easily avoiding if 
you know the law. Know how to back up your terminations and how to keep 
them from becoming the basis for a wrongful discharge case. Above are 
just a few helpful actions you can take to head off a potential legal battle 
after terminating an employee. Know how to conduct these interviews. 

Be aware of how to deal with difficult people during the exit interview. 
Communicate your thoughts and actions clearly without deviating from the 
facts. Do not allow the employee to side-track the interview. Be on the 
offense and not the defense. You are your company will become less of a 
target for a disgruntled ex-employee. Do not let the employee control you 
and make you react. Stay focused and do not allow yourself to react. Do 
not let the employee become abusive in their language or their behavior. 
Try to understand the position they are in and make the interview less 
frustrating for everyone involved. 
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Of course, there is no way that a company can prevent all Court 
Cases. Many of these lawsuits are triggered by the perceived view of the 
employee. Many will feel they were treated unfairly, by a manager with no 
tact. 


Mentioned above was the suggestion of enrolling managers in 
classes or training so they will know how to utilize fair treatment, be discreet, 
be consistent, and above all be legal. One example of a termination due to 
absenteeism: 

1. Communicate verbally with the employee after documentation 
has been provided. 

2. Confront in writing along with the second verbal communication. 

3. Make sure both the first and second verbal warnings are 
documented in writing. 

4. Don't stray from the company policies and procedures. 

5. Follow-up by putting the employee on a probationary period. 

6. Make sure if the employee is improving you continue with another 
probationary period that is shorter but still lets the employee 
know you are monitoring his/her attendance. 

If all of the above is followed and the employee ignores the warnings 
both verbally and in writing, then a termination is legal. These steps will 
help to mitigate lawsuits. This is one example; however if the manager 
uses these steps in all aspects of terminations, one can be relatively 
confident that the termination will not produce an undesired outcome. 


PART 



Management of Health & 
Hospital Transformation 


He led me into the desert chaparral. We walked for 
perhaps half an hour, and then came to a small circular area free 
from vegetation', a spot about twelve feet in diameter where the 
reddish dirt was packed and perfectly flat. There were no signs, 
however, that machinery had cleared and flattened the area. Don 
Juan sat down in the center of it, facing the southeast. He pointed 
to a place about five feet away from him and asked me to sit there, 
facing him. 

"What are we going to do here?" I asked. 

"We have an appointment here tonight, " he replied. 

He scanned the surroundings with a quick glance, turning 
around on his seat until he was again facing the southeast. 

His movements had alarmed me. I asked him who we had 
the appointment with. 

"With knowledge, " he said. "Let’ s say that knowledge is 
prowling around here. " 

Carlos Castaneda- The Teachings of Don Juan A 
Yaqui Way of Knowledge, 1968. 
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CHAPTER 


HRIS IN HOSPITALS 



“Children imitate their parents, employees their managers. ” 

-Amit Kalantri 


As early as the mid-1990s, the focus had begun to shift to HRIS as 
an information resource because of their usefulness not only in HR decision 
making, but in strategic decision making as well. Human Resource being 
one of the key activities of any organization, hiring the right person for a job 
had always been a challenge. To help retention and what is known as the 
“longevity of an employee”, efficient management of human resources is 
essential. A well managed manpower ultimately leads to an improvement in 
performance of an organization. Human Resource Information System (HRIS) 
is “A human resource information system (HRIS) is software containing a 
database that allows the entering, storage and manipulation of data regarding 
employees of a company. It allows for global visualization and access of 
important employee information.” 1 

Traditionally, HR managers maintained employee data such as 
qualifications, pay grade, department, work experience, skills, location, 
last promotion, etc in Excel sheets. Maintaining such kind of data is quite 
monotonous with an associated risk of mistakes while updating such sheets. 
Such mistakes can be minimized through an HR Information System. HRIS 
systems are designed to be flexible and transparent amongst HR managers 
and top management, so that they can quickly view and update employee 
status according to organization hierarchy. This system provides HR 
Information to manage employee database. 

HRIS is a software package that offers a complete system for human 
resource activities that can either be done by outside sources or in-house 
the hospital. Employees can make use of the basic features of the software, 
such as filling out forms online, making changes based on life events, and 
getting information on their benefits at any time. It is defined as an 
integrated systems used to gather, store, and analyze information regarding 
an organization's human resources. HRIS is not limited to the computer 
hardware and software applications that comprise the technical part of the 
system but includes the people, policies, procedures, and data required to 
manage the human resources function. Even though the original purpose of 
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HRIS was a business tool allowing for standardization in the gathering of 
information about and for a company's employees, the meaningful use of data 
as information is becoming more and more critical due to the avent of new 
technologies and business processes makes it a vital tool for efficient 
management of the human resources. 

HRIS according to a study on Prototyping A Hospital Human 
Resource Information System, 2 merges traditional human resource 
management as a discipline and in particular it's basic HR activities and 
processes with the information technology field. HRIS and HRIS 
administration comprise a distinct; supporting function within HR. The 
advance of technology has significantly changed the practices in all 
business functional areas. Information technology has a positive impacts o 
on traditional HR processes in increasing efficiency (e. g. , transaction and 
timeliness), effectiveness (e. g. , accuracy, completeness and 
simplification of process), and new applications (e. g. , computer-based 
training, online recruitment, and self-service HR) . 3 

The WHO has also set guidelines for Human Resources for Health 
Information System -Minimum Data Set for Health Workforce Registry, 
which provides a standard-based tool for health workforce planners and 
decision-makers developing an electronic system or modifying an existing 
health information system to count and document all health workers within 
national and subnational contexts. The minimum data set for health 
workforce registry provided in this document can be used by ministries of 
health to support the development of standardized health workforce 
information systems. The minimum data set allows standardization of data 
values within existing electronic HHR information systems. When used 
appropriately by information systems designers and software developers, a 
functional electronic health workforce registry can be designed to enable health 
workforce data interoperability i.e. the ability to exchange health workforce 
data between software applications and computer systems within broader 
sub-national or national health information systems. Through this approach, 
rapid aggregation and display of health workforce data for decision-making 
can be fully realized. 4 

According to Khushbu Arora, 5 there are three major components of 
any Human Resource Information System, that is: 

I. Input Function; which provides the capabilities needed to enter 
information into the HRIS. Some of the first things that must be 
established are the procedures and processes required to gather 
the necessary data. We can also refer to it as where, when and 
how will the data be collected. Details as to who collects data, 
when and how data are processed need to be specified ; 
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II. Data Maintenance; after the data are processed by the input 
function, they enter the data maintenance. It updates and adds 
new data to the existing database. The data maintenance 
function is responsible for the actual updating of the data stored 
in the storage devices and 

III. Output Function; the output reports are the crucial links to the 
users. The output function of an HRIS is the most familiar one 
because the majority of HRIS users are not involved with 
collecting, editing/validating and updating data, but they are 
concerned with the information and reports produced by the 
system. 

Advantages of Human Resource Information System; A well 
developed HRIS offers the following advantages; 

1. Reduction in the cost of stored data in human resource; 

2. Higher speed of retrieval and processing of data and availability 
of accurate and timely data about human resources. 

3. Better analysis leading to more effective decision making and 
more meaningful career planning and counseling at all levels. 

4. Improved quality of reports and more transparency in the system. 

5. Better ability to respond to environmental changes. 
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CHAPTER 


CHANGE MANAGEMENT 



A hospital is no place to be sick. 

- Samuel Goldywn 


Hospitals are sick and need our help. That is the message process 
improvement concepts like Lean and Six Sigma hope to address as they 
become more commonly used in healthcare. 1 As the speed of change 
continues to increase, change management is a fundamental competency 
needed by managers, supervisors, Human Resources staff, and 
organization leaders. 2 

As mentioned in the introduction the healthcare industry is currently 
undergoing mass-scale changes that have not been seriously addressed to. 
However, hospitals and health systems are still coming to terms with the 
rapidly rising costs of healthcare and disparity in healthcare access. 

Bringing any organization, hospital or otherwise, into a desired 
state of change involves several steps to take and challenges to overcome, 
and becoming a change management vanguard for an institution is a 
multipronged approach. 

The purpose of change is to stimulate people to adopt new ways of 
doing things. Joseph Fortuna, MD, chair of the American Society for 
Quality’ s Healthcare Division, says it’ s never easy but is always 
necessary. "Culture change is harder than trying to go in and fix something," 
Dr. Fortuna says. "But culture change is important because otherwise you 
don’ t have sustainability." 

In order for hospital executives to enlighten their staffs and lead in 
change initiatives - such as electronic health records, accountable care 
organizations, readmission reduction programs, patient-centered medical 
homes, system labor restructuring and others. Here are the four R's of 
Change: 

Reason : Healthcare employees asking "why" things are changing is 
the second-most important question. If hospital leaders explain why the 
organization is making a change i.e., the switch to EHRs (Electronic Health 
Records) will allow clinicians to access the right patient information at the right 


155 




156 


CHANGE MANAGEMENT 


place at the right time a clearer and more coherent rationale becomes visible. 

• Result : Hospital leaders must be able to paint a vivid picture for 
employees as to what future changes will look like. Showing that 
cost-cutting measures or readmission rates will save "X" 
amount of time, effort and money can give other managers and 
employees a more tangible concept to grasp. 

• Route : Any effective change management guide must lay out 
how the changes will move throughout the health system. For 
example, EHR implementation will begin with radiology and will 
then be rolled out to the business office before reaching other 
departments. "Tell people the path that the change will take 
place." 

• Role : The fourth R - role - answers the number one question. 
Employees want to know how the change will impact them 
personally and what, exactly, is in it for them. "You tell people 
what their role is if you know it," he adds. "If you can't share it or 
don't know it at the time, then you say,' My expectation of you is 
to be flexible and positive to help us along through this change.' 
If you paint the picture well enough, you can do that." 

One of the most difficult industries to innovate is the health care 
industry, in particular, the hospital industry. While the manufacturing 
industries and most services industries, like airline, hotel, restaurants, and 
banking have reinvented themselves to provide better quality and services 
to their customers, hospital processes have not dramatically changed over 
the years as to impact overall patient satisfaction. It is common and ironic 
to see out of date management practices mixed with state of the art medical 
equipment and sophisticated information technologies. Service quality has 
lagged behind hardware and software quality in many hospitals. 

Given the rapid changes in the hospital’ s operating environment 
and stakeholders, change and innovation have become strategic in 
managing hospitals and are, in fact, key to their survival. New government 
regulations, the increase in free treatment patients, the high turnover of 
medical staff particularly nurses, the current economic hardship that 
prompts more self medication and the increase in new hospitals in the 
country are going to challenge traditional hospital practices and paradigms. 
Hospitals stakeholders patients, their employers, doctors and nurses have 
likewise become more demanding and have raised their expectations from 
hospitals. Meanwhile, operating costs salaries, supplies, and utilities have 
continuously gone up. Addressing the need to provide better service with 
rising costs and regulations requires strategic thinking and solutions . 3 

One of the key concerns in Health care management is the 
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continuity of change-relentless, unforgiving and its management by 
developing expertise by health care professionals and the limitations of their 
competence. 

Managing change is a complex, dynamic and challenging process 
focusing on evaluating, planning and implementing operations, tactics and 
strategies and making sure that the change is worthwhile and relevant. It 
combines both managing technological change and people focus. 

Effective change has been characterized as unfreezing old 
behaviors, introducing new ones, and re-freezing them. Change may be 
continuous, sporadic, occasional, or rare. Predictable change allows time 
for preparation, whereas unpredictable change is more difficult to respond 
to effectively. Since changes in healthcare occur so rapidly, they are less 
likely to be predictable. 

The only sustainable competitive advantage today is the ability to 
change, adapt, and evolve - and to do it better than the competition. 
Failure rates are associated to a number of different factors such as lack of 
vision and commitment from senior management, limited integration with 
other systems and processes in the organization, and ill-conceived 
implementation plans. If organizations are to experience a greater level of 
success in their development efforts, managers and executives need to 
have a better framework for thinking about change and an understanding of 
the key issues which accompany change management. 

Even if change is endorsed, employees want to understand why 
change is happening and how they will be affected. Layoffs or other 
organizational changes can lead to paranoia, confusion, anger and 
insecurities under the auspices of change. 

Promoting change is both demanding and fatiguing. Bringing about 
change requires the manager to challenge the precedent, and requires 
perseverance against the habits and norms of established behaviors. 
Bringing about change takes time and requires the commitment of time on 
the part of the manager. The manager must know the values that matter 
and focus on changing those as opposed to reacting to every invitation for 
change. She/he must be clear about what is important and develop 
responses and proactive actions accordingly. 

Organizations that employ large numbers of professionals will not 
perform well if they become overly bureaucratic. Steiner stated that 
organisations that are known to be bureaucratized and hierarchical are less 
flexible, less amenable to change and less likely to empower staff . 4 An 
organisation will not get full value from its professional employees if it 
insists that they do only what they are told. Therefore, leaders have to 




158 


CHANGE MANAGEMENT 


learn how to manage change, rather than change manages them in order to 
move forward with success. The capability to lead and manage this change 
needs understanding change and overcoming obstacles. HHR has to help 
employees and other stakeholders toconfront change and have to devise 
strategies to mentor the employees. Inspired and informed leadership is 
critical and essential for organizations to be successful. 

Establishing a clear vision about the direction of the change process 
is another key element for assuring successful change. Measuring and 
monitoring outcomes of the change process is essential for recognizing 
whether or not the change process has fulfilled its purposes. Since change 
is continuing to happen in organizations and associated modifications are 
taking place, it is important for those who are in charge of the change 
process to record and focus on the emerging problems due to change. This 
will help avoid them in the future so that the new administration system will 
help to manage the change in the proper and best manner. 

Changes in healthcare practice are welcome if they improve quality 
and safety, or save money. However, it is important to tailor health care 
delivery to the needs of the local population and create awareness 
programmes and clear communication between the public and organization 
is essential and highly required. In addition, the rate of change in 
healthcare is accelerating, not slowing and the powerful forces that are 
transforming healthcare can generate vast economic potential for those who 
are able to employ effective survival techniques in the short term and at the 
same time plan for success in the long term. To accomplish this, an 
organization must harness the forces driving transformation and use them to 
its advantage. Finally, the change in health services entails incremental 
improvement on existing organizational capabilities, more empowerment to 
the changing agents and continuous support to the changing leaders. 3 4 5 
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DEVELOPING HEALTH 
WORKERS 


A simple, yet powerful idea : to continuously train healthcare 
professionals for relentless improvement in healthcare delivery. 

Marut Setia, Director, General Electric, India 


For century the medical profession has sought to make healthcare more 
accessible and effective. This effort has gained momentum because health 
services are now facing significant challenges. There are constant medical and 
technological advances and the demand for healthcare outstrips the staffing 
and financial resources available. 

Workforce training is one of the various key success factors that can 
precipitate better health care practices. There has always been need for HHR 
to look at health care workers in terms of categorizing their skill and setting their 
training levels. Various options like on-line training, consultants, out-sourcing, 
third party or external training and training institutes are all being used in the 
health care industry. In-service training and education of health care workers is 
necessary to meet future needs and respond to challenges. Successful health 
care system need a properly trained and competent workforce. 1 Training helps 
health workers perform better. 2 

Traditionally, training and development have been key human 
resource functions. Most organisations look at training and development as an 
integral part of the human resource development activity; health organisations 
in particular, due to the fact that the service they provide deals with situations 
where the skill level needed in far greater than other services. It's a life and 
death matter. 

The ISO 9000 standards also require organisations to develop, 
implement, improve and sustain quality improvement processes. Apart from 
this there are the purely commercial considerations that calls for maintaining a 
competitive edge in the marketplace and the medical facility must invest in the 
training and development of its employees. HHR plays a key role in this if the 
clinical side of the hospital requires. Many a times the clinical side arranges 
their own programs for their workforce and HHR may do the peripheral work 
such as make a calendar or develop Job Descriptions for roles and 
responsibilities. Similarly, each institution imparting health care has programs 
covering nurse training, safety, machine and instrument training etc whether or 
not it is strictly documented remains to be seen. 
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The turn of the century has seen increased focus on training and 
devlopment globally. Many health industry organisations have mandated 
training hours per year for employees keeping in mind the fact that technology 
is deskilling the employees at a very fast rate and as discussed in HRIS chapter 
the same technology can be used to do several HR interventions including on 
line training. 

Concerning Education and training WHO says that “Over four million 
people worldwide lack access to quality health services, in large part because 
of a huge shortage, imbalanced skill mix, and uneven geographical distribution 
of health workers. WHO estimates that an additional 4.3 million health workers 
are needed worldwide. The health workforce crisis has disastrous implications 
for the health and well-being of millions of people, yet not enough health 
workers are being produced to close this shortfall. 3 


"Scaling up educational programmes to produce multi- 
disciplinary service delivery teams - which include a carefully balanced 
mix of clinicians, community health workers and health managers - is 
clearly urgent and essential. However, simply increasing the numbers 
of workers will not be enough. The shortage of health workers is 
compounded by the fact that their skills, competencies, clinical 
experience, and expectations are often poorly suited to the health 
needs of the populations they serve. 

WHO is working with a wide range of stakeholders to find 
answers for scaling up the health workforce to increase the guantity, 
and to improve the quality and relevance of health workers to meet the 
needs of the 21st century and contribute to better population health 
outcomes. " 4 


Knowledge Domains for Health Professional Students 

1. Customer/ beneficiary knowledge ■ Identifying people or 
groups using healthcare and assessing their needs and 
preferences. 

2. Healthcare as process/ system Acknowledging the 

interdependence of service users, procedures, activities and 
technologies that come together to meet the needs of individuals 
and communities. 

3. Variation and measurement Using measurement to 

understand variation in performance in order to improve the 

design of healthcare. 
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4. Leading and making change in healthcare ■ Methods and 
skills for making change in complex organisations, including the 
strategic management of people and their work. 

5. Collaboration ■ Knowledge and skills needed to work effectively 
in groups and understand the perspectives and responsibilities 
of others. 

6. Developing new, locally useful knowledge ■ Recognising and 
being able to develop new knowledge, including through 
empirical testing. 

7. Social context and accountability ■ Understanding the social 
context of healthcare, including financing. 

8. Professional subject matter ■ Having relevant professional 
knowledge and an ability to apply and connect the other seven 
domains. This includes core competencies published by 
professional boards and accrediting organisations. 5 

Of these 3, 4, 6 are HHR related. 


Training: 

Training may be described as an endeavour aimed to improve or 
develop additional competency or skills in an employee on the job one 
currently holds in order to increase the performance or productivity. It 
involves change in attitude, skills or knowledge of a person with a resultant 
change in behaviour for the better. Planned training activities yield more than 
ad hoc ones. Also not only has it to be conducted after a “need analysis’’ but 
must be used to target people falling short of competencies. Both the individual 
goals and organisational goals have to be kept in mind while designing a 
training program. Typically in India health and other organisations prepare their 
training calendars at the beginning of the financial year after a 'training need 
analysis'. This is many times part of the performance appraisal process. After 
The need analysis a time table for the conduct of training throughout the year as 
well as a budget see the light of day. 

Development : 

Many people make the mistake of thinking that training and development 
are synonymous. Development implies opportunities created to help employees 
grow. It is more of long term or futuristic in nature as opposed to training, which 
focus on the current job. It also is not limited to the job avenues in the current 
organisation but may focus on other development aspects also. 
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Many organisations choose certain employees preferentially for 
programs to develop them for future positions. This is done on the basis of 
existing attitude, skills and abilities, knowledge and performance of the 
employee. Most of the leadership programs tend to be of this nature with a 
vision of creating and nurturing leaders for tomorrow. 

The major difference between training and development therefore is 
that while training focuses often on the current employee needs or 
competency gaps, development concerns itself with preparing people for 
future assignments and responsibilities. With technology creating more 
deskilled workers and with industrial workers being replaced by knowledge 
workers, training and development is at the forefront of HRD. The onus is 
now on the human development department to take a proactive leadership 
role in responding to training and business needs. 


The mission of the WHO Department of Human Resources for Health 
is "to provide equitable access for all people to an adequately trained, skilled 
and supported health workforce to contribute towards the attainment of the 
highest possible level of health." The Director’ s office represents WHO's HRH 
strategic directions and 1 of the 4 teams it support is: 6 


Health Workforce Education and Production (HEP) 

"The HEP team develops and supports the implementation of 
policies and strategies that aim to increase the relevance, quality 
and capacity of health workforce education and training. This 
includes strengthening institutions and faculties to educate and train 
a skilled health workforce; promoting investments to improve 
educational infrastructure; devising mechanisms for improving 
access to educational materials and technologies; and enhancing 
national capacities to respond to the health needs of countries 
through quality education and training, and well-regulated practice. " 


DEVELOPING HEALTH WORKERS 


163 


The Importance of Training & Development in the Workplace 

By Shelley Frost , Demand Media, chron. com 


Training presents a prime opportunity to expand the knowledge 
base of all employees, but many employers find the development 
opportunities expensive. Employees also miss out on work time while 
attending training sessions, which may delay the completion of projects. 
Despite the potential drawbacks, training and development provides both 
the company as a whole and the individual employees with benefits that 
make the cost and time a worthwhile investment. 

Addressing Weaknesses 

Most employees have some weaknesses in their workplace skills. 
A training program allows you to strengthen those skills that each 
employee needs to improve. A development program brings all 
employees to a higher level so they all have similar skills and knowledge. 
This helps reduce any weak links within the company who rely heavily on 
others to complete basic work tasks. Providing the necessary training 
creates an overall knowledgeable staff with employees who can take over 
for one another as needed, work on teams or work independently without 
constant help and supervision from others. 

Improved Employee Performance 

An employee who receives the necessary training is better able to 
perform her job. She becomes more aware of safety practices and proper 
procedures for basic tasks. The training may also build the employee's 
confidence because she has a stronger understanding of the industry and 
the responsibilities of her job. This confidence may push her to perform 
even better and think of new ideas that help her excel. Continuous training 
also keeps your employees on the cutting edge of industry developments. 
Employees who are competent and on top of changing industry standards 
help your company hold a position as a leader and strong competitor 
within the industry. 

Consistency 

A structured training and development program ensures that 
employees have a consistent experience and background knowledge. 
The consistency is particularly relevant for the company’s basic policies 
and procedures. All employees need to be aware of the expectations and 
procedures within the company. This includes safety, discrimination and 
administrative tasks. Putting all employees through regular training in 
these areas ensures that all staff members at least have exposure to the 
information. 
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Employee Satisfaction 

Employees with access to training and development programs 
have the advantage over employees in other companies who are left to 
seek out training opportunities on their own. The investment in training 
that a company makes shows the employees they are valued. The 
training creates a supportive workplace. Employees may gain access to 
training they wouldn't have otherwise known about or sought out 
themselves. Employees who feel appreciated and challenged through 
training opportunities may feel more satisfaction toward their jobs. 


How to TRAIN in Health Care 

Step 1 : Perform a Training Needs Analysis. 

Step 2: Andragogy 

Step 3: Learning Objectives. 

Step 4 draining Material Design. 

Step 5: Training Implementation. 

Step 6: Training Evaluation 

Step 7: Rinse, Lather, and Repeat Any Step When Necessary. 

Step 1. Training Needs Analysing (TNA) : The determination of 
training needs are a vital prerequisite for any effective training programme 
as also its cost and impact implications. TNA enables organisations to 
channel resources into the areas where they will contribute the most. TNA 
can be a natural function of the appraisal system. 

Effective TNA: This involves systematic planning, analysis and 
coordination across the organization. A questionnaire or information 
collecting form is circulated to various departments which ask for the Head 
of the department to fill in the names of employees under them and list their 
weaknesses and underline which training will develop them. In the 
Performance Management System (See chapter 7) PMS assessment 
forms have a part, generally after the final score, where reviewer notes the 
strengths and weaknesses and either nullifies or rectifies the training 
programs assessed by the as well as the applicant. 

Definition : A training need is a shortage of skills or abilities, which 
could be reduced or eliminated by means of training and development. 
Training needs hinder employees in the fulfillment of their job 
responsibilities or prevent an organisation from achieving its objectives. 
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Training needs analysis involves: 

• Monitoring of current performance using interviews and 
questionnaires 

• Anticipating future shortfalls or problems and training to overcome 
those. 

HHR can ensure that the TNA is integrated across the organization. 
HHR plays an important part here and is a conduit to forward and collect the 
information before and after TNA respectively and give delivery. Heads of 
departments need to be reminded of the TNA deadlines and HHR does that 
scrutiny of TNA as a success or failure is also one of HHR duties as is an 
active monitoring system. 

Step 2 Andragogy or Adult learning principles : Adults learn 
differently from youngsters. Adults have the following needs 7 (1) need to 
know, (2) self-concept, (3) prior experience, (4) readiness to learn, (5) 
learning orientation, and (6) motivation to learn. 

1. The Need to Know: This means that adults unlike children desire 
to understand why they are being taught. Here there is a need 
for HHR to make and argument for learning. 

2. The Learner's Self-Concept : Adults are in charge of their 
lives. Training material should treat them with the respect they 
have themselves in order to precipitate their meaningful 
participation. 

3. The Role of the Learner's Experiences : Adult trainees are 
themselves reservoirs of their life experiences having spent more 
time than youngsters. Programs that tap into this reservoir are 
more effective on them 

4. Readiness to Learn : The willingness of adults increases if the 
training will give benefit to their current status. 

5. Orientation to Learning : Adults are life-centered and they want to 
learn that which will assist the better performance of their tasks. 

6. Motivation ■ Andragogy recommends that training materials be 
based on learner’ s experiences and interests. 8 

Step 3: Learning Objectives: This means first understanding what 
end result is being sought in the learning i. e. what specific knowledge, 
skills, attitudes the trainees or learners are supposed to should be able to 
demonstrate post training. 
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Step 4 Design and Development of training Materials: Once the 
TNA is complete there is a fairly good understanding of the various subjects 
on which training has to be given. One needs to take up each subject and 
review the lacunae in skill /attitude that is present in the group of 
prospective trainees (current workers) . Address these in the material 
produced . The analysis will includes the resources and tools needed and 
their availability, training schedule, who will hold the training program (the 
most knowledgeable and willing person) who is available to you, the 
schedule for the training, and how the students are likely to learn best. 

Step 5: Preparation of the Training Calender and consolidating 
resources: 

Step 6: Training Implementation: Simply making the program 
material is good for the future but it needs to be put to use, sometimes 
even repeatedly. During implementation the program “will come to life” . 

The following questions need to be answered: 

• Is the training going to be delivered in-house or externally? 

• What will be the schedule of training activities? For this almost all 
the trainees or their departmental heads need to be consulted to 
determine the exact time that is commonly suitable? 

• What facilities, equipment, etc are going to be needed? 

Step 6: Training Evaluation: The success orfailureofthe training will 
decide whether to train on the same module in future or all the time spent has 
been a waste. Here evaluation comes in. Here one examines the training given 
and assesses the participants' increase/decrease of knowledge i. e. the 
desired effect. Evaluation methods can be either qualitative (e.g., interviews, 
case studies, focus groups) or quantitative (e.g., surveys, experiments), and 
generally a combination of these methods are used. 

Evaluation types: There are 3 types of evaluating methods: 

1. Formative and process evaluation: Both are the same and take 
place during the actual session and by a series of questions to 
participants and their corresponding answers, the trainer is able to 
understand whether or not the participants are following the course. 

2. Outcome evaluation determines long term effect of the training and 
whether or not the desired results of application of the new skills 
have been achieved. 


3. 


Impact evaluation assesses the impact of the training on the 
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strategic goal of the training. Impact Evaluation takes even longer 
than outcome evaluation. 


Lesson/Training Planner (manual version) 


Lesson/Session Title 


Date 


Student/Trainee Numbers 


Lesson/Session Duration 


Entry Behaviour/Level 


Location 


Set Up & Seating Layout 


Aims 


Lesson or Training Session 
objectives 



Start 

Time 

Activity 

Duration 

End 

Time 

Lesson/Training 

Activity 

(include breaks) 

Training 

Method 

Resources 

Assessment 

method 

Notes 
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TO RECAPITULATE 

Step 1 

What is the need for this training? Talk to the learners and 
their supervisors to find out what they need to do differently 
as a result of the training. Is the need knowledge, skill or 
attitudinal based? 

Step 2 

Write the objectives that you can realistically achieve within 
the time and profile of delegates. The objectives should be 
written in behavioral terms (what they will be able to do at the 
end of the training) and reflect the knowledge, skill and 
attitude requirements identified in Step 1 . 

Step 3 

Write the evaluation material which you will use to test that the 
learners have achieved the session objectives. Make sure 
that the evaluation proves that the learning has been taken on 
board. 

Step 4 

Look at the evaluation exercise to ask, “What do the learners 
need to learn in order to pass my evaluation exercise?” The 
answer to this question is a list of subject matter and this list 
becomes the outline of the training session. 

Step 5 

Now write the actual training material. The design should 
include variations of approach to suit all learning styles. 
Include exercises, activities, discussions, role plays, 
syndicate work, case studies etc. 

Step 6 

Write the first thing you are going to do or say at the start of the 
session. Adynamic start is more likely to lead to higher levels 
of concentration and motivation from the learners. It is a good 
idea for the start to make a valid point about the need which 
has been identified forthis training. 

Step 7 

Ice-breakers are activities to enable delegates to get to know 
each other before the main part of the training starts. Process 
which is relevant to the objectives of the event and not just 
about each person introducing themselves is better. 

Step 8 

Practise running the session with some colleagues before the 
actual time and get feedback. This will help iron out any 
potential problems. 
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Organisation 


Training Evaluation 


Instructions to Participant : 

Thank you for participating in this training. In this feedback form, there 
are no WRONG or RIGHT answers. You do not need to put your name on this 
form - your responses are anonymous. Please respond to ALL the questions 
below to help us to improve the curriculum, training materials, and the conduct 
of the training. 

Indicate below, on which days you attended this training (check all that apply) 
Dayl Day2 Day 3 


For each item below, please circle only a single appropriate response. 


RESPONSE 



Not 
at all 

Somewhat 

Very 

Much 

1 . 

The training was well organized. 

0 

1 

2 

2. 

The training sessions were relevant to 
my needs. 

0 

1 

2 

3. 

The presenters were well prepared. 

0 

1 

2 

4. 

The presenters were receptive to 
participant comments and questions. 

0 

1 

2 

5. 

The exercises helped me to learn the 
material. 

0 

1 

2 

6. 

There was enough time to cover all 
materials. 

0 

1 

2 

7. 

The training enhanced my knowledge 
and skills in TB prevention (For 
example) care and control. 

0 

1 

2 
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For each item below, please circle only a single appropriate response. 



RESPONSE 



Not 
at all 

Somewhat 

Very 

Much 

8. 

1 expect to use the knowledge and 
skills gained from this training. 

0 

1 

2 

9. 

The evaluation forms were simple 
to use. 

0 

1 

2 

10. 

The training facilities were adequate. 

0 

1 

2 

11. 

1 would recommend this training 
course to a colleague. 

0 

1 

2 


Self-Assessment of Learning: think about what you already knew and 
what you learned during this training then evaluate your knowledge in each of 
the following topic areas Before and After this training. 


1 = No knowledge or skills 3 = Some knowledge or skills 5 = Alotofknowledgeorskills 



SELF-ASSESSMENT OF 
YOUR KNOWLEDGE 
AND SKILLS RELATED TO : 

Before Training 


After Training 

1 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

2 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

3 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

4 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

5 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

6 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 

7 


1 

2 

3 

4 

5 

1 

2 

3 

4 

5 


Please reflect on the training that you just completed and respond to the 
following: 


1 . What part of the training was the most useful for your work? 
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2. What part of the training was the least useful for your work? 

3. Please list three ideas or lessons that you learned during this training 
that you will take back to your worksite/practice. 

a. 

b. 

c. 

4. What information/topics should be added to this training? 

5. The technical level of the material covered in the workshop was: (circle 
one) 

Too basic Just right Too difficult/too technical 

6. How could the course be improved? 

7. Other comments: 

Thank you for completing this form! 
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